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7 August 1951

t

MEMORANDUM FOR: Teputy Diregtor/Plans
Deputy Director/Administretion
(-;Faistant Director (Persommei)
ssistant Director, OFC
Asaistant Director, 0SO
Asasistant Director,
Assistant Director,
Assistant Director,
Assistant Director,
Assistant Director,
Assistant Director,
Assistant Director,

Director of Training

A Program for the Establishment of a Career
~ Corps in CIA

1o The enclosed report has been approved in principle by
the Director of Central Intelligence and the Assistant Director
(Parsennel) .

2> You are requested to read it and comment om it, suggesting
an;y changes or additions as soon as possible, and preferably neot
later than 29 August 1951,

3. A number of copies are enclosed, in ordsr that you may
circulate it among your senjor staff for discussion. Additional
copies are availsble in the Office of Training

FOR THE DIRECTCR OF TRAINING:

Office o

i
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2l July 1951
MEMORANDUM FORs The Direstor, CIA
- FROM : Assistant Director
SUBJECT :1!"‘1101)03&1 for the Establishment of &
Gareer Corpe

1o I have reviewed this proposal, submitted to you
3 July 1951 by the Director of Training and have discussed
the plan, in genersl, with him,

2. There is considerable detail on the plan that will
require the most cleosely defined coordination between Per-
sonnel and Training but, I am confident that this can bs
werked out batween the two offices without any difficulty.

3. Also, the Career Management Program, covered by
Appendix I, is an essential element of the overall plan btut
will need more dsvelopmental study which I am sure can be accom-
plished as the initial phases of the survey get underway.
Because the Agency is generally understaffed aow and in
ordsr to gain the essential cooperation of the Assistant
Directors; I suggest that rotation of the present Agency
exployees selacted for the Career Corps be delayed until
operating offices are nearer to their table of orgeniza-
tion gosla,

1o I am in heartv accord with the proposal, subject
tc the abovs minor qualifications in timing, and recosmend
that you approve the plan in principls.

/a/ Fo Trubes Davison
F, TRUBEE DAVISON

ist Indorsement

T0: General Daviszon

1o I do so approva.

/8/ W, B, So

i
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MEMORANIUM ¥URs  Directar of Central Intelligence 3 July 1951
‘ i  Direstor of Training

8 A Proposal to Establish and Implement a
Caresr Corps Program in CIA

1, Since ite inception six months ago today, the Office of Training,
in compliance with your verbal instructions, has given priority to planning

. 80 vital an Agency-wide program merite more than a six-months attask by

Ry limdted staff, However, the recent news relesse on the Agency Career
Corps Program impels me to submit herewith the plan as now developed,
with probable imperfections which a later submission might have eliminsted.

2, The plan rests upon two basic assumptions:

8. Ultimately the quality of our personnel will depend upon
hizhly selective resruitment at the Junior level, but the Caresr
Corps itself could not and should not be recruitsd from witheut
ths Agency, tut rather should bs selected from those employees
who have demonstrated their ability through a period of service
in tho Agency.

bo A program for a Career Corps, to be successful, must be
integrated with a career management program for the Agency.

4s a corollary to assumption (b) there is also submitted herswith the
proposei plan of Agency-wide Career Management, into which the Carser
Corps program mst itself be integrated, :

3. Career Management gnd many phases of the Carssr Corps proposal
are properly the responsibility of Personnel. If this plan is approved
in whols or in part, I recommend that ths Director of Persomel be made
responsible for implementing those portions of the plan that are
properly functions of his Office, He will, of course, have the whole-
hearted support of the Office of Training,

L. I cannot emphasise too strongly that a sine non to the
successful exscution of a plan of this type is the unq%ffﬁd support

of the Dirvetor of Central Intelligence and his Assistant Directars,
Our study of the subject indicates that Personnel and Management have
advanced similar proposals for career development in the past but that
former Diroctors failed to give them implementing support,

i

Distribotions
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MEMORANDUM FURs Director of Central Intelligsnce 3 July 1951
FROM :  Direstor of Training |
SUBJECT 8 A Proposal to Establish and Implement a

Career Corps Program in CIA

1, Since its inception six months 8go today, the Office of Training,
in complisnce with your verbal instructions, has given priority to planning
for the establishment of a Career Corps, The formulation of a plan for
8o vital an Agency-wide program merits more than a six-months attask by
Ry limited staff, However, the recent news release on the Agency Carser
Corps Frogram impels me to submit herewith the plan as now developed,
with probable imperfections which a later submission xight have eliminated.

2. The plan rests upon two basic assumptions:

2. Ultimately the quality of our personnel will depend upon
highly selective recrultment at the junior level, but the Career
Corps itself could not and should not be recruited from without
tha Agency, tut rather should be sslected from those employees
who have demonstrated their ability through a period of servics
in the Agency s

bo A program for a Career Corps, to be succossful, mist be
integrated with a career management program for the Agency.

As a corollary to assumption (b) there is also submitted herswith the
proposei plan of Agency-wide Career Management, into which the Carser
Corps program must itself be integrated. .

3.  Career Management and many phases of the Carser Corps propesal
are properly the responsibility of Personnel. If this plan is approved
in whols or in part, I recommend that the Director of Persomnel be made
responsible for implementing those portions of the plan that are
properly functions of his Office. He will, of course, have the whole=
hearted support of the Office of Training.

ko I cannot emphasize too strongly that a sins qua non to the
successful execution of a plan of this type is the unq%fﬁ:d support

of the Dirvector of Central Intelligence and his Assistaut Directors.
Our study of the subject indicates that Personnel and Mansgement have
advanced s’milar proposals for career development in the past but that
former Dirosters failed to give them implementing support.

Distributions
Addresseo
DDCY - MATTHEW BAIRD
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S}Trﬁc Approved For Release 2001/TF/T8-X CIA-RDP78-03087A000100010003-0




Approved For Release 2001/11/16;;64AfRDP78-03087A000100010003-0

TABLE OF CONTENTS

Lotter of T!‘aﬂsmittaloouoooonuonr:agonnouuoooooooooaoomsouo

Momorandum from AD (Personnel) to ICI dated 2k July 195%..

Mumorandum from om to DCI dated 3 JU.].Y 19510000000::\;0000

“
G.los&‘fyoooooouooooaoooooonooaom:»ooooooooanuooonooooooonao

Flow Chmaoooooooonoaoooout-ouooooooucoooocuaonoouooooooou

Ilit?@mCtionouuuoononooneouonooucouooonoooooouoonooooobooc

.
D.’Lscu-ssi@nGODOOOOODDOOOOOOOOL‘GO\)OOOOOOszOCC000()000000000 R

Appendix A:

Avperdix B:

Avpendix Cs

Abpendix Ds -

Adpendin E:
Adpendix F:

Aopendix QO:
Appendix H:
Appendix Is
Appandix J:
Appendix K

Appendix Ls

Appendix M:

Approved For Release 2001/11/16 ; CIA-RDP?8-03087Ab00100010003-0

Specifie Critaria for Initial Selectionconcso

List of Institutions in which Contacte
sh°u1d be Establishedﬁ [N - /N« s B CORBOVDLYVIOONOOLCO

Testing and Assvassment of Applicant8coccoooce

Arrangements with Armed Forces for Training
of Professional Trainees..co:o. L0OBOO0BO0OOVD |

/

Language Program for Traineesd.occccoonoonsooe

The Basie Training Program of the CIA
Intelligene® School.cococcnncona PCO0DOCR00N00

Evaluation of Professional Traineas During

Tminingooooouooououoooc»ooooooounoﬂnooueooooo

Number of Training Slots to be Addsd to T/0
of Each orfi@ﬁucouoooooooooooo.oooor:ooooocuooo

Identifiscation of Career Corps: Career
Management ngrmoonqco BULOCO0UN00UA0EB00ULD

Evaluation of Outstanding Candidates for ths
Career comsccC’DQOOOCOOQDO\JG COVOGOOOOCUECCO VGO

Rotation Plan for Career Training -
specialistso()eoo0Gooc-r~o'xouooaaoooocsuooc)ooocuo

Advance Training - CIA Intelligence School...

Language Training for SpecialistS..ccccoccoce

iv
SECRET




Approved For Release 2001/11/1 GS:ECIA-RDP78-03087A0001 00010003-0

Appsndix N:

Appendix 0:

Appendix P:

Appendix Q:
Appendix R:

Rotatien Plan for Career Training -
GeneraIiB“GQoOOu-JOOOOOOOOQOODOOOOOQOOGOOODO

Career Training - Intelligence Advisory
Committee Employaescoaooscoooocoooceoooeooao

Implementation of University and Industrial

Tr‘iﬂingoooouoooaooooonoooaaoooooooocoooooao
Career Benefits and SeeuritYOcoooooooooooooo

Graduate Training - CIA Intenigencco Sehool.

Appraisal Forms

Skimeme Chart

g

SECRET

626l

65-66

67-68
69-71
72

Approved For Release 2001/11/16 : CIA-RDP78-03087A000100010003-0




Approved For Release 2001/11/18g§&##RDP78-03087A000100010003-0

GLOSSARY

Certain terms usad in a restricted or unusual Way are
defined below:

Applicant = A young man or woman who wishes
to becoms a professional trainse,
. and eventually a cerverist, and
has been recommended by a contact
or Personnel Procurement.

Basic Training = A course in general intelligence
at the CIA level, together with
language and other instructien,
designed to prepare a professional
trainee for work in CIA, .

Candidsts = An employse of two years standing
who wishes to entsr the Carecr
Corps. '

Carver Corps - Employess #ho have besn selescted
for rotation and training in
preparation for positions of

. great rosponsibility, and thoss
who hold such positions.

Career Management - The program of selsction of
Progran careerists, and their subsequent
training and advancewent.

CIA Intelligencs - The schocl offering .intelligence
School courses, from Basic Training to
the National Intelligence Courss,

Contact = A consultant in an educationsl
institution who guides and recoamende
applicants. Contacts will be establishe
ed in the separation centers of the

_Armmed Forces for the same purpose.

Generalist = A member of the career corps whose
aptitudes and interests justify
extensive training and rotation in
and out of the Agensy, to prepere
him for Agency-wide jobs and other

s positions of great responaibility,

@ | -
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Hational Intelli- = A final course for carserisis,
gence Course devoted primerily to ressarch in
seminars on actual intelligence
problems,

Professionel Trainee = A ynuhg men or woman of high
: potential, selectad for Basie
- Training and placemsnt in CIA.

Specialist = A member of the Career Corps whose
excellense in a particular field
or office indicates that hig
training and rotation should be
directad toward improving his
work in his specialty.

Training Slot = & T/0 position established above
the normal 7/0 of an Office,
designed to facilitate iritial
plagcenment of profssaional traineecs
and rotation of careerists.

. vid
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SELECTION CRITERIA FOR
PROFESSIONAL TRAINEE

SUPERIOR IN:
Intelligence
Psychological |

COLLEGE AND A
GRADUATE SCHOOL CONTACT

I,
RECRUITMENT OF PROFESSIONAL
TRAINEES BY O/P AND O/TR

SECRET

APPLICATIONS
BY

TESTED BY

Jr— .
.
seaarion ] o7

Interests
Performance

PERSONNEL
PROCUREMENT,

TESTING
SERVICE

T
PSYCHOLOGICAL
STAFF, O/TR

SELECTION BY
O/P, O/TR, AND
| TRAINING LiIsoN|
OFFICERS

INDUSTRY
PROFESSIONS PERSONNEL
ETC. PROCUREMENT

SECRET

iTNEN WHO RAVE NOT
| SATISFIED THEIR MIL- |

ITARY OBLIGATION GO |l
1INTO ONE OF THE SER. |
| VICES AT OUR DIREC- |
e TON

Il
BASIC TRAINING:BY O/TR
'

OVERT TRAINING
BASIC COURSE IN
[CIA INTELLIGENCE

[EVALUATION BY PSYCHO!
LOGICAL STAFF, O/TR
AND INSTRUCTORS

[OPERATIONAL AND)
COVERT TRAINING

V.
INITIAL PLACEMENT BY O/P, O/TR
TRAINING LIAISON OFFICERS

REGULAR
sLoT

REGULAR
sLoT
ANOTHER
OFFICE
u DISMISSED

REGULAR

sLoT
ANOTHER

| orFice
I—{ DISMISSED




\Z
SELECTION OF CAREER CORPS
BY CAREER MANAGEMENT STAFF
o/P

EXCELLENT
APPRAISAL BY
SUPERVISOR

TWO YEARS
ON THE JOB
IN CIA

FAVORABLE
TESTING AND
EVALUATION

CANDIDATE NOT|
APPRAISED EX-
CELLENT WHO |_]

WISHES TO BE

(Through 1953
Only)

EVALUATED

SECRET

VI AND VI
TRAINING AND ROTATION
OF GENERALISTS BY O/TR
AND O/P AND SPECIALISTS
BY O/TR, O/P, AND A/D's

GENERALIST

DUTY WITH
ARMY, NAVY

NATIONAL
WAR
AIR, STATE

ROTATION O/NE OR
IN CIA o/Cl

COLL)

CIA INTELLI-
GENCE SCHOOL
. REFRESHER
COURSE

ROTATION THROUGH|

RETURN TO
RELATED OFFICE

OFFICE

RETURN TO
OFFICE

.

NOTE: A SPECIALIST MAY BECOME A GENERALIST
AT ANY STAGE IN HIS CAREER, IF HE SO
WISHES AND IF THE BOARD OF EXAMINA-
TION AND REVIEW SO DECIDES.

SECRET

NSC, OFFICE
OF EXECUTIVE.
SECRETARY

RETURN TO|
OFFICE

NOTE:

ROTATION
IN CIA

THESE ARE POSSIBLE PROGRAMS OF TRAINING
AND ROTATIONS. SINCE EVERY PROGRAM WILL
BE DESIGNED FOR THE INDIVIDUAL CONCERNED,
THERE WILL OBVIOUSLY BE MANY VARIATIONS.

CIA SCHOOL
NATIONAL
INTELLIGENCE

UNIVERSITY LEVEL

CIA SCHOOL RETURN TO OFFICE|
NATIONAL
DIVISION CHIEF
INTELLIGENCE DAL AD, £16.
UNIVERSITY LEVEL —
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INTRODUCTION

The intention of astablishing a Career Corps within the
CIA was succinotly stated by General Smith as follows:

"I em trying to build up s corps of well qualified men
here who are interested in making & career with the
Central Intelligence Agency. To effect this, I recent-
1y established a training sestion which functions ~ as
much as I dislike the term -~ as a sort of carser manage-
nonit offive "

Walter Bsdsll Smith
To Hon, John McCloy
17 March 1951

The Office of Training has studied the problem of ese
tablishing a Career Corps from various angles, and has
consulied experts in career management cutside the Agency,
as well &5 exparienced executives within the Agency,

The problem involves resruitment of axtremely able
young men and women from outside the Agency, aslsction as
cureerists of the most able people alrsedy in the Agency,
and improvement of the value of members of the Career Corps
to the Agency by training, rotation and other axperiences.

A system of career benefits and security must bs established
for careerists, The recommendations made in this report
are centersd around annual evaluation intendsd to uncover
the most able people available, :

sople with at least two years of service in the

Aeoncy Ere e ot ar %0, yeurs of service in th

Certain problems are closely connected with the matters
discussed here, tut have been given only paszsing sttention
at this time, bscause they are subsidisry to the main problen,
0@ 1s the establishment of career bensfits and security
(Ippendix R). Another is the proper use of military personnel
ari duty with the Agency, not only from the point of view of
thelr maxioum utilization by us, but also of thedr own
professional improvement (Appendiz 0),

® )
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THE PROBLEM

To dsvise a plan to selest, recruit, and train young men
and women of great promise, and to plate them in the Ageney
where they will be of the greatest use,

To devise a methad of identifying those employees of the
Agency who have the highsst potential for further develop-
ment: to train and rotate them within and cutside the Agenecy
in such a way that they will develop the grestast ueseful-
ness to the Agency; and to place them in the mom=t imoore
tant positions,

To provide the training nacessary to implement A and B,
'To coordinate A, B and C,

DISCUSSION

The problem is discussed under the headinge s

I. Criteria for Selection of Professional Traineeg,
Minimum qualitative eriteria are established in
terme of education, lsadership, personality and
health, Specific eriteria sre established on the
bagis of the present nesds of the Agency, in terms
of education, specialisation; research and sxperiencs,

- Recruitment of Professional Trainees., Resruitment on
the basis of the gensral and spesific criteria should
bring into the Agency a continuous flow of young men
and women, of whom many will prove to be able specialiste,
and & few will eventually develop into generalists capable

of filling high executive positions.

Contacte will be established as paid consultants,
initially in 50 quality universities and colleges. They
will identify, guide, and nominate in the last year of
study the most promising graduate students and under=
graduates,

Approved For Release 2001/11/16 : CIA-RDP78-03087A000100010003-0
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Students will be revamended from other sollegas
by Personnel Procuranent. '

Contacts will be esteblished ia ths sepayaticn
eaniers of the Armed Forses to 1dentify and interest
able youn: man and woman.

oss recommended will be Zesied levelly, end tho
best will be brought o Washington for assesamant and
z iutervieww, The Offices of Training and Pavegurel wil)
cperats the contscts jointly and the Paychological
Stalf will supervise the tasting and eonduct the assesa-
mante

3%, Basic Truining 4s already satablished o provids prefessicant
trainess with the nscessary skills and knowledgs to enable
them to enter an offise with general conpetense in intsliio
gancs, and to meks the mosy of w=tha-joh training,

(42 soun as possible, basic training should be given all
B&ir professionsl smployess, )

. All trainees will take s 12-wsske courss, dowi gnoad
to teech them the fundamentsis of intelligence and of
tha Ruesian languegs, and o improve wreading speod
and writing skiil.

Tralscss will be subjectad to a rning gezination
throughout their beaie training,

Tto  Initisl Pilecoment. On the basis of ssseszment sk svalwstiog
trainges will Le placed in the of fisns, either in reguis:
slabs, or in an appropriate rumbsr of training sisls &o bo
sstabliehed in each offics on the basis of suthorizsd Tuhle
af Organisation atrength, The Direstors of Training aad
Porsonnel will jointly detormine the plasement in consaliesiou
+ith the Assistant Directors, and will autherizs plzcaoment
of trainess in office training slots.

V. Heleetlon of Carser Corpe. Supervisors will evaluste
sonual Ty al{ permoniel, GS-9 threugh GS-13, who have

Approved For Release 2001/11/16 : CIA-RDP78-03087A00010Q010003-0
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baen with the Agency a minimum of twe years, and who
are under 4O (LS for the first year of the progrem).
Thoss who stand out will be tested, as will other em-
pioyees in this category vho wish to compete for
Caresr Corps selestion. Rach year, the best candidates
will be selected as members of the Carcer Corps, which
will conasist of specizlists, whowse capecities and ine

toreste indicate that they are superior within their ofificeg

and should stay thers, and of generalipts, whose capacities
and interests indicate that they are sapable of filling
bgancy=wide positions,

fraining of Career Corps Specialistg will be designed
to incx%é.se their compstence within their offices.

It will consist of advanced intelligence courses; area
and languege study; scientific, economiec and teehnical
studys rotation within the Agencyg and travel~<all

tc be arranged in and cut of the Agency by the Office
of Training in consultation with the 0ff4ce of Persamal
snd the sssistant Director conesitied.

Training of Career Corps Geénersligis will be designed

to incresse the breadth and competanss of the individual
in the Agency as & whole, rather than to despen his
spiialized skill. It will consist primerily of study
in the Netional Intelligencs Course which is now being
satablisked and other kigh-level Sorvise and povernmental
courges; and rotation throughout ths Agency and ountslde
the Ageney. The ultimate purposs of the training will
be to produce a Dirsctor of Central Intslligence,

Mitters of detail are discussed in the sppendlices,

The éiscupeion iz expanded in the next seetion.

i
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DISCUSSION

I. SELECTION CRITERIA FOR PROFESSIfNAL Tia INEES

Our problem {s to selset uble an- versetile yeuwg
people who will fit intc seveval offices of the igxsacy,
and to constiuct a program of trainirg ard rotaSica
that will p their capebilities to the ubmosb .
Through toh;w Training Slots allotted to ihe ifiss
of Training, we will bring in annuaily| professsnel 25X9
trainees who meet the genersl and sresitic vriveria. A4
professionzl trainee is & young ma&n or women whe Rrpears
to have a great ability and promise, wishes e wele =
career in CIA, and is receiving basiec wraining

A, Qenerel Minimum Criterie for Selaction

A bachelor's dagree trom & sood {astituiis
with very hkigh standing {from uwpesr 37 4o LAG ef
clase depending on institution and elber fatdurs w-
& meHoere wdsrgraduate record will by Beseruvies
only if the appliecant has subsequarily vhowa rellid
in graduabte school; in the servicss, ur in oiner
Tislds)s skill in 2 langusge of ifmmitilaie 20314y,
or proven language lesrning facility, dsronsicated
by successful study of two languagss, or study ef
ong beyond the elementary level; evidense of lesadsy-
ship and breadth shown by participation in non-ssadewis
pursuitsy good persenality, wspecially tact; sound
health and morals; previous military service, or
willingness Lo enter service at our direction; seundly
motivated dssire to make a career of CIA; willingness
to accept snonymity. In the case of an umusually
well qualified person, exception may be mads to these
requirements, '

B, | Negative Criteria

WJe do not vant as professional trainees peopls
with: poor academic records; excellent ecademic
records and nothing else; physical defects serious
enough to be & handicap in overt work; mere than the
most minor emotiomal defactsy a rescord of failure in
language study; uwillingness to go overseas; unsound
motivation.

o1 -
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The Agency will no doubt properiy continve to employ
&8 specislisis psople who meal thess nagative rather than
the positive criteris. If they are sucecessful, they may

. be selssted as careerists by the procedures dascribed in V.

G- Specifiec Criteria

{(Figures based on Ageney needs and on infor-
mation supplied by Assistant Direstors.)

Out of any group of 100 trainees, there should
be about: :

38 College graduates

5 Enginsers, with some experience in
production

T  Li.B.%s; preferably with undargraduste
majors in Social Sciences, Ares Studiss,
or Internetional Relstions. & few
should be administrators,

. : 50 PhoD.'s or graduate students vho heve
not gompleted the PhoDy, bui have pro-
gressad far enough so thai they have
scturl ressarch treining snd experisncs.

These figures sre intanded only as & guide %o
szlaction and recruitmant, end should not be regarded
as & Table of Organization., A firsterate men must
net be excluded because his category is full, nov
way & sesond-rster bes brought in merely to fill a
glot. The figures should be continususly revissd
in the light of job deseriptisns for eurrent vacansies.
{4 more detailed breskdown is given in Appendix A.)

e 2
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II. RECRUIIMENT OF PROFESSITONAL TRAINEES

The chief problem in recruitment is to choose from
among the many applicants who wil) mest the selsction
criteria those whose less tangibls qualities Sustify high

> expectations of success in tha Agency.

Ao Universitz Contacte

A CIA contact will be eatablishsd in each of &
selected group of about 50 universities and celleges
(1isted in Appendix B), The contact will be reim-
bursed as a consultant at the rate of $25.00 a day
for ten days & yeir, so that he will give more than
casuel attention to the problem. Handling the
eontacts and other matters connected with this program
will at first require a major part of the time of
members of the Offices of Personnel and Training.

Contacts should bs men with considsrable intelli-

gence experisnce in CIA or other intelligence agencies,

‘ They must be men of the highest quality, since quali-
tative diserimination by individuals appsars to ba
subjective; i.e., it is based on comparison of the
subject with the diseriminator. They must be sulficiently
active in the non-scademic affairs of the institutieon
8o that they will know students outside of their owm
fislds. In a few institutions the ideal contact will
be the Dsan of the College. In Universities, there
should be two or more, ons for the Collsge and one for
each gradusts schocl, since the students in one school
are seldom well known to the faculties of the others.
In meny institutions there is a club, composed of
intellectually alite undergraduates, kraduate students,
and faculty, and davoted tc sericus discussion. A
faculty member of such a club would know the desirabls
studsnts,

Suggested contects will be iisted through eon-
sultation smeng Personnel Procurement Officers,
Office of Operations Field Contacts, and the Offics
of Training. Members of the Offices of Personrel &nd
Training who are well qualifisd to negotiate in solleges
and wiversities will visit the institutions concernsd
to consult the suthoritiss; establish contacts, and to
deal with other matters notsd below- '

=] 3_@
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Contacts must be cleared through Secret, and
brought together in ths Agency in the summer of their
first ysar, to stisnd the Orientation Course end %o
receive other indsgirinetion. They will be sarefully
briefed on what information they may give appliecants.

Contacts will begin to waich thoss wdergraduates
who emerge in their junior year sbove & line of per-
formanes to be established locally, and in their

: senior ysar students who blossom late. Craduats
- students should be picked up after their €irst ysar,
: Students who trensfer will be passed on from contact
to contact. :

Contacts will steer studsnts into studies and
activities of interest to the Agency. This may ba
done under various covers, if necessary. MNodest
scholarships for summer gtudy will be established
by tha Agency, under suibteble cover as indicated
below {Appendix P, Ssction D). Contacts will see
thet candidates apply for such scholarships.

Summer scholarships might be used for language
‘ study in various institutions or for study abread.
if properly approsched, college officisls will be

willing to administer funde for this purpose.

Graduate studsnts may bs similsrly guided and
motivated by contacts. Of partisular value would
be study of Russien and sther languegss, and study
of the Soviel arsa and Soviet science. Universitiss
will have to be persuaded and perhaps subsidized
to provide the latter. In many casss; it will ba
desirablis to guide the studsnt Lo & disserbation
topie of interest to the Agency, and if necessary,
subsidize him, The dissertation, howaver, must be
unelassified, or the studsnt will not ressive full -
benelit from his training.

At no time will the contast give the applicant
the impreéssion that he 1s Lelnz seiecied &8 8 meabar of
an glite corps, but rather ihat he will be given an
@Dpoqguniﬁz;to prove by his own performance that hs is
sntitled to training snd opportunitiy for advancemsnt.,

Toward the middle of the student's final year, ths
gontact will turn him over t¢o a Personnel Procuremsnt

k-
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Officer. The contzct will recommend & few of the best
students as professionsl trainees, and the remsindsr
for other mors specifiec employment in the Agancy.
Applicants with operational potential may be Surned
over immediately to the covert offices, so as not
to eompromise their cover., To ziwve the program high

. prestige and wide range, svery effort will be made to
recruil trainess from many colleges and universities,

B. Applicants from Armed Forces

The ssparation centers of the Armed Forces will
be another souree of trainees. Contacts would bs
established in each of thoss under the direction of
Military Personnel DMvision, Available information
from parsonnel files will provide a basis for pE@-

- lminary screening.

C. Applicants Rescommended by Personnel Procurament

4 third soures of trainees will be young men aad
- Women turned wp by the normal astivities of Psraonnsl
Procurement. They should meset the selection eriteria
. noted in I, and should be under 35, and preferably
under 30. They will be gelected similerly to the
first twoe groups.

D. Selection of Trainses from Applicante

Applicants recommendsd by the contects in the
universitiss and the Armed Forces, and by Personnsi
Progurement, will £411 out suitable applications, by
which the obvicusly unfit will be wesded out by
Personnel and the others will be tested by & means t o
be devised by the Psychological Staff of the Office
of Training, and the Educational Testing Servics,
with the tests aduinistersd by Educational Testing
Servies. Since the Educational Testing Service,
presently under contract with the Agency, haz testing
arrangsments with most of the better collegss, it
may not be necessary to bring the eppiicants togather
at centrel points for testing.

The tests will be designed to reweal intelligence,
motivation, sptituds for vur work, ability to rsason
in appropriate problems, the psychelogical mska-up
of ths individual, knowlsdge of cwrrent affairs md
their background, and ability %o write.

.5 -
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The survivors +ill be brought to Washingtem snd
interviswed and asssssaed with our current needs in
mwind, (The testing and assessment pregram is des..
eribad in Appsndix C.) v

There must be sufficient data cormon to all
groups to permit comparison among them. Final selection
froem among the gsandidstes should be made by the Director
of Training after consultetion with the Dirsstor of
Personnel, who has ultimate placement responsibility.
Training liaison of ficers from the appropriate offices
will be consulted before employment of Lrainees.

(It is possible and deairable that some mern and
women whom we would be glad %o tske at the bechslor's
level will wish to go immadiatsly to graduste school.
If thsy wish to study 2 relavant subject, they should
certainily be encouraged to do so. They should not
Do subsidized by us, since any ene who is good enough
for this program will havs neo dgifficulty in obtaining
& fellowship or assistentship, Others may tske their
military training after the bachelor's dagrag, A
proposed arrangement with the Armad Fercses will ba

‘ descrived in Appendix D.)

=& =
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III. PBASIC TRAINING OF PROFESSIONAL TRAINEES

The purpose of basic training is to give the professional
trainee the basic ekills and knowledge necessary to an intel-
ligense offiser. Under present conditions, with the Table
of Organization only about half full, training must be inpt
@s short as possible, in ordar that the trainees may be
absorbed in the Agency at the earliest possible date.

(The entire course of basic training described below
is at present available only to professiocnal trainses, but
as soon a3 the demands of the offices become less pregsing,
it will be offered to all new professiornal employees.)

The training program must be eontrelled and expandad
in such a way that instruction will always be given by
experts who are well qualified either by experience in the
field, or by long study of the subject. Under no con-
ditions will canned lectures or teaching from & manual
be permitted.

A, Basie training for professional trainees; alrsady
in operation, '

1, Before trainees enter on duty, they will
have been clearly infommed that they are
not an elite corps, and that their future
in the Agensy depends on thair performance.
Further training and preferential treatment
#ill result only from selection through the
procadures described in V,

2. The basic course for trainees will last
twelve weeks and will be offered thres times
in the first year beginning in July, October
and March, and six times in subsequent years.
It will be designed to give the students the
foliowing knowledge and skills:

&: The fundamentals of Russian, and an
elementary knowledge of the Soviet area.
These are basic tools under pressnt
circumstances. Students already come
petent in Russian will be given other
language training. The mornings will
be devoted to this course (Appendix E).,
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b, The fundamentals of intelligence, basic

' to all offices, but not specisl te any.
Trainses wiil learn the place of CIA 4n
the total intelligence and goverrmmental
structure, They will acquire sueh skills
and concepls as are necessary to all ine
tolligence officers. Considersbls atfention
will be given te the study of problems.
The curriculum will include treining in
rapid reading and comprehension, and in
report writing, designed together %o spead
the procsssing of documenis, and to im-
prove the quality and clarity of writing.
The afternoons will be davoted to this
course, Either during or at the end of
this course, trainees will zttend selscteqd
lectures in the CIA Orientation and
Indoetrination Course; or its squivelent.
(A description of the intelligencs
training is given in Appendix F.)

3» Throughout their training, trainses w#ill be

continusualy evaluated by their instructors
. and other members of the Training Office,

in erdsr to determine their quality and the

type of work for which they are initislly

best suited. Unsatisfactory trainees will

be dismissed if & job that they cannot handle

cannot be found (Appendix G).

ko At the end of their basiec training, trainses
will be plaged within the Agency, either in-
& regular or & training slot {See IV.).

B. Proposad expansioen of basic training, to te im-
plemented as the Table of Organization £1i1ls and
the damand for speedy rslease of psrsonnal waskens.

1. Elemsntery ares brogramsg &bout three monthe
in durstion {See VI, C.),

2. Advanesd courses 1in Russian and other slavenis
- snd setellite languages for Lrainees who
alresdy have a basie knowledge of Rusaisn,
and courses in semitic and orisntal langusges
- (See VI‘Q} EJ}Q

® 8 =
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IV. INITIAL PIACEMEMI' OF PROFESSIONAL TRAINEES

A, Placement Procedure

The trainee’s initial assigmment is of great importance,
not only in terms of hiz own development, but of the .
sfficiency of the offiees and the Agency as a whola.

- Every effort will be made to placs the trainee in
the most suitsable position available, Hiz academic and
other qualifications will be studied, his perscnality and
apiitudes will be assessed, and his interests will be
ascertained. His performance in basic training will piay
an important part in the natura and level of his placement .

Assistant Directors and their repressntatives will
be invited to interview appropriate trainses late in ths
training period, and to express interest, or lack thereef,
until the trainece is placed in an appropriate office and
& suitable position.

. Bo Training Slots

If the eriteria for selsetion and the process of
recruitment wers parfect, thers would be no problem of
placement. Since they are probably not, provision should
be made for & very few training slots in the Table of
Organization of sach Office, to be used for trainess, ag
well as for rotation of Carser Corps personnel, as described
below (VI), These slots will have the further advantage
of teking up slack when there is a temporary lack of
opanings in particulaer categories., The Directors of
Training and Personnel should be authorizad Jointly to
plage trainees in “.raining slota, after consultation with
the Assistant Director. (Ths necessary changes in the
Tables of Organization are outlined in Appendix H.)

¥o trainee may remain in one training slot for mors
than ¢ix months; at the end of which he must either be
absorbed into the regular Table of Organization of the
Office, absorbsd elsewhere in ths Agsncy, either in a
regular or training slet in another Offige, or dismissed
a4t the joint discretion of the Directors of Personnel and
Training on the recommendation of the Assistant Directer.

-9 -
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in of Mlese where rotation of new personnel is customary,

it wAy be found desirable to move trsinees through &
bogizal spccession of training slots within the office
bafors they are initsally placed; but only with the consent
of the Assistant Mrector corcernsd.

©. CDvaluaticn by Supervisors

- Four tv gix months after the initial placument in a.
regular slob, & repressntative of the Offics of Training
will raquest the supervisor of the trainse to make &
prelininary eveluat{on of his work. This evaluation will
confirm or contradict the original evaluatvion; selection

~and placement of the individual, and may lead to = change
in Yhe criteria for seleetion and methods of recruitment.
It will provide & means of svaluating basie treining, and
grounds for modifying training when necgssary. It will
alsc reveal obvious wmisfits, who will be either moved
or dismissed {Appendix G),

Onee & trainse is placed in & regular slot, his
future will dspend on his performence, Personnel will
have ihe sams interest in him tret {t does in a1l
employeses, but Training, except for the evaluation first
mentioned, wili become actively interested in him again

‘ only when he emerges, 17 he does, as a cendidate for the
Caresr Corps afier two yesrs in the Agency (Sse V).

. -~ 10 =
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V. SELECTION OF CAREER CORPS

Next to initial recruitment; the most eritical problem
in the Career Development Program is the sarly and sccurate
selection of the Carser Corps. The Cgreer Corpe i
sumposed of men and women of superior ability snd perfoym-
ance and includes specislists, who are outstanding in a
single office, and generalists, who are willing and abls
te Fill important executive positions that involve the
whole Agency in one way or another. (A more detailed
discussion is given in Appendix I.)

A, All Agency personnel in grades from GS-9 through
05-13; who have bsen on duty for at least two
years; and who &re under L5 for the first ysar
this program is in operation, and undsr L0
‘thereaftsr, will be studied anmally by Persemnel
to identify those who have high potential and
should be considered for Career Davelopment
through further training and rotatien.

The group, GS-9 through GS-3 ; iz of
manageable size and is capable of close study.

Justification for thess grades: Prefessionsl
personnel who have not advanced to GS=9 in two
years under current preéctices of promotion, are

. of low potential, It is further assumed that
03=1L's and above are already careerists, wsll
established and professionally competent, @o
recognized by their superiors, and for whom
further training msy be desirable; sr else
falil into ecategories that would make further
training impractical or unnecessury .,

Nevertheless, for the Fipst Year that this
program is in operation, it will be necessary
to study persommel GS-1l and sbove, to determine
which of them should be considersd members of
the Career Corps.

Bo The Career Corps will be salectad as follows:

1. Appraisal by supervisors will be eombined
with age and grede, and graphically

=11 -
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3

represented, te reveal those who stand
out, (Detailed discussion of this pro-
ecedure #ill be found in Appendix I,

The preliminary group thus selected wiil
undergo further evaluation dssigned to
reveals

&, aptitude potential for improvement;

b, intelligence, aptitude, and personalitys

¢, knowledge of the intelligence process;

d. ability to work from evidence in an
intelligence problem;

@, knowledge of current affairs, together
with historieal and economic back-
ground; and

f. ability to lesrn languages

(The precedure will be discussed in
Appendix J.)

For two yesrs, or until the carser program
is well established in the Agency, it will
be necessary to permit all employees GS-9/13
to take the tests if they wish, as & check
ont the appraisal, Allowance must be made
throughout this process for different levels
of performance at the variocus gredes and

by persons with different kinds and amounts
of service.

On the basis of the appraisal, evaluvation and
tests, two small groups will be selected:

the candidate specialists and the candidate
generalists, The candidete specialist will
appear before the Board of Review in his
office (4ppendix I}, which will determine
whether or not he iz to be comsidered a
specialist, The Board, with & representue-
tive of the Office of Training, will lay

cut a course o study and/or rotation.

The smaller group of candidate generalists
will appear before & Board of Exemination and
Review {Appendix I, Section A), composed of
the Director of Central Intelligence or hise
representative, the Director of Training or
his representative; the Assistant Director

- 12 =
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of the office involved or his representa-
tive, the Director of Personnel or his
representative, and other appropriate
persons., The board, through interviews, and
any other means it wishes to employ, will
meke & final judgment that the candidate

is or is not to be considered a generalist.

C. The successive steps of appraisal, evaluation and
interview will revsal the two groups with which
the Carser Corps Program is concerned:

1o Specialists who are highly satisfactory in
EEeir present position, whose desires and

aptitudes indicate that they should stay
in that sort of work, and whose petential
justifies further training and promotion.
Some of this group may become Assistant
Directors, but they will remain in their
original offices.

2. Generalists who are highly satisfactory in
their present positions, but whose aptitudes
‘ and interests justify extensive training ard
rotation throughout and outside the Ageney,
to prepare them for Agency-wide jobss and
other positions of great responsibility.

D, The specialists and generalists are the Caresr

Corps. Selection for the Career Corps does not
mean immediate promotion, but greater opportunity.

= 13 <z
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VI. TRAINING OF CAREER CORPS SPECIALISTS

The purpose of career training for specialists.(V,
C, L) is to improve their efficiency and range in the
offices in which they work and to which they will return.
Agsistant Directors may rest assured that personnel
released for training as specialists will return to their
office of origin, and that they will be at least partially
replaced by other members of the Career Corps rotated
into their office from other offices, or by professional
trainees. The proposed training slots in the offices will
be used to facilitate rotation (Appendix H). Since some
spacialists will become Assistant Directors, & broad
variety of training will be made available. Programs will
be tailored to individual needs.

The training may be designed to impart new skills
and knowledge, to refrssh and improve existing skills and
knowledge, or simply te get the individual out of a rut
by a change of enviromment and concentration. The
D last will be of particular value to analysts, scientists
. ) and librarians, who ar2 likely to fall into habits and

attitudes of mind that are not necessarily the most pro-
ductive. Training for specialists will bs arranged
individually, after consultation and agresment with the
Assistant Director and his Board of Review {(Appendix I,
Section A).

Some of these objectives may be accomplished by
trajining courses already existing or tc be established
within the Agenecy. Others may best be achieved in

" universities, industries or other government egencies,
or by travel. (A sample plan of rotation and training
is discussed in Appendix K.)

A, The sdvanced intelligence courss will be of
value to nearly all in this group, particularly
the less experienced (Appendix L).

B, The simplest problem is the scquisition of a
language. Ahen there is considerable demand faor
a8 language, instruction can be handled most
economically by arrenging with an institute or
university to set up the reguired languags
training for the group. Language treining will
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be set up within the Agency for those wha

cannot be trained ocutside because of the

demands of their duties here, or because of
security, or those who haves & language skiil

that can be improved by part time work. In

the case of languages for which there is scattersd
demand, instruction can best be arranged through
outside institutions, preferably local, on an
individual besis,

The best way to study a language is full time,
with complete leave of absence from other duties.
Compromises may be made, but only at the cost
of efficiency and speed (Appendix M).

Somewhat more complicated is the probiem of area
study. Two elementary area programs should be
established, rreferably in local sducational
institutions, or within the Agency; sne on the
European orbit of the USSR, and one on China and
the Far E.st. For more advanced study, and for
study of other areas; specielists must be sent
Yo academic institutions. Existing resources
are being studied, with the help of the Socisl
Science Research Council. In & very few cases,
sugh study may bs accomplished in a summer
session, but in most instances, an acadsmic yeer
or even two will be required {Appendix P).

The Office of Secientific Intelligence has a
particular need for a program on Soviet Sciencs,
combined with arce study, and the effset of
science and technolegy on internationel relations-
This question is being studied. The purpose may
be accomplished in or out of the Agency. Such

a program should also be useful to the Office

of Research and Reportas (Appendix P).

4 course on economic intelligence, and its use
in support of economic warfare and operations
will be developed.

Seientists; economists, and other specialists

will be sent to universities, either as students
or as research assceiates, to incrsase theip
substantive knowledge, or to Garry out ragearch,
or simply for professicnal refreshing (Appendix P).

- 15 .
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In many co8ses training in an industry, foundation
or laboratory will be more useful to Seisntiste,
economists, and other spacialists than university
training (Appendix P).

In some gases; travel and study in an appropriats
and feasible area will be the most desirable
program, whether for training or refreshing.
This might sometimes be accomplished through
rotation in one of the operational offices or

through the Foreign Service (Appendix K).

Rotation within the Agengy, through use of train-
ing slots in the offices, will be desirable in
cases where the work of an individusl is or will
be closely connected with that of another effice,
but in all cases the purpose of such training
will be to make the specialist more competent

in his own office, to which he will return
(Appendix K) o

dith the cooperation of Office of Scientifie
Intelligence, short courses in the present
knowledge and capacities of Soviet scientists
in the vavious fields, and of the present and
potential capacities of Soviet weapons should
be established, not only to incrsasa knowledge,
but to overcome soms of the superficial con-
tempt for Soviet seience that is current.
Thess coursaes should be open to personnal from
other intelligence agencises.
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VII, TRAINING OF CAREER CORPS QENERALISTS N

Ganeralists (V, C, 2) are those very rars individunls
who have the cepacity to bring together many aspects and
branches of the intelligenee problem and organizeticn,
and wish to do 0. Their need is not for specialized
training, but for increasing areas of responsibility
and experisnce on the ons hand, and for rotaticnal ex-
perisnce within the Agency, 25 well as in ether intelli-
gence agencies and other governmental sgenciss which
hawe mutual intelligence needs.

Whereas the purpose of Specialist Career Training B
to produce better specialists; thers is considerable
doubt that any particular effort should be made to improvs
the special skills of the generalists, excepting ts
oroaden their language ability, increase their first hand
tnowledge of important forsign sress; and to give them
snough experience in the various offices of the Agency
and other intelligence agemeies so that they can undes-
stend thediy products, and know their limitations and
crpacitise.

Therefore, while a high percentage of this group
%1%l have benefited as specialists from the sort of
training deseribed in VI, before they have been idsniified
23 generalists, an entirely naw emphasis must subsequenily
ba pleeed on their career development. The purpess of
thedr training is to produce Directors of Usntral Tantel-
ligence, Deputy Directors of Central Intslligenss,
Asvistant Dirsctors, end Deputy Assistent Directors,
Asgistanis ¢o the Dirscior, members of the National
Egfimates Beard and other key people. (A sample plan of
rotation end training is presentsd in Appsndix N.)

4. On the academic side, the first nesd is for a
national intelligence course; not only for
this group, but for the persounel of other
intelligence agencies (Appendix R).

B, Gansralists should be rotated throughout the
Agengy, by means of training slots,

Co They should also sttend the National Adaur College,
Naval #ar .sollege, Industriazl Colisge of ths
Armed Forees, nartizipate as members of ths Stald
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‘of, or attend the General Staff and Intelligence
Schools of the Armed Forces and the advanced
‘Foreign Service Officer's Course at the Foreign
Service Institute of the State Dapartment.

Do During, before or after the period of rotation
within the Agency, generalists should serve
long enough (at least one or two years) in
one or more of the intelllgence or operational
agencies of National Security Council Staff,

. State, Navy, Army, or Air Force to understand
their methods and objectives.

E. Time should be given the gensralist for study
of foreign intelligence systems, both friendly
and unfriendly. Materials in the possession
of the Agency will be made available through
the Office of Training.

At the end of the period, the generalist should be
reedy for positions of great responsibility on the lavel
of Deputy Assistant Director and Assistant Director, and
after experience on that level, to ssrve on the immediate

‘ staff of the Director or Deputy Diresctor; and finally for
Deputy Director of Central Intelligense and Director of
Central Intelligence.

‘Netes Jobs in the Agency fall into four categories:
technical, administrative; overt analytical and research,
anc. covert operations and collection, Specialists

should be rotated within one of these groups, but not

ameng them. The above has been written on the assumption
that 1t is possible to fiad generalists capable of undsr-
standiang each office, though not necessarily of specializing
in its work.)
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APPERDIX A

SPECIFIC CRITERIA FOR INITIAL SELECTION

(Figurss bassd on Agency nseds and on information
supplied by Assistant Dirsctors.)

Out of any group of j trainees, there should be about:

College graduates with fields of con-
centration that bear some relationship
to reality. Of these:

should be potential opsrators
should have wmusual language training
A few should be administreters.

Engineers, with some experience in preduction

Li.B.'s, preferably with wndergraduste majors

‘ in Social Sciences, Area Studies, or Inter-
national Relations. A few should be adminis-
trators.

PhoD."s or graduate students who have not
completed the Ph.D., but have prograssed far
anough so that they have sctual research
training and experience., Of these:

in Political Science, Sociclogy, History
or International Relations :

in Economics

in Area Studiss

in Modern Languagss.

in Physical and Biological Scisnces

in these or other fields, providsd they
have strong contemporary interssts; and
are interested in concrete questions

i In view of existing shortages, the numbers of
szonomists, scisntists; and area specialiste recruited
for the coming year should exgeed these figures.
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TESTING AND ASSESSMENT OF APPLICANTS

A, Educational Testigg Service Field Testing Prﬂgram
I, Assgggtioﬂ

The Professional Trainee Program is sufficiently
publicized by the Central Intelligenss Agency
among collsges and univarsities so that thers ars
at least two thousand excellent prospscts each
year. Some of the applicants would be recommended
by college contacts, contasts in the Armed Forges,
and Personnal Procurement. Others would apply
on their own inftiativse,

Personnel Procuremsnt authorities in CIA
review personal history forms, medical question=
naires, security check shests, and other appli-

‘ cation forms and wesd out persons who could not
pass CIA employmsnt standards. If possible, at
lsast one thousend would be recoamsnded for
testing by the Educational Testing Serviece,

I1. Teéting Procedurs

The Educational Testing Service has well-trained
examiners strategically placed throughout the
country, sspecially in cities having higher edu-
cational institutions, Such tesiing centers have
been selected by the Educational Testing Service
because of the gaographic aeccessibility to
students throughout the country. 4 few days
before “he testing program, the Educational
Testing Service would send testing kits to the
exauiners, one kit for sach spplicsnt to be
tested. Applicants would report to these testing
centers for & one-day objective testing program.

- , The testing programs would be held three times sach
year, possibly February, May and October. Only as
many testing kits would be opened as there wers
applicants to be tested. Unused testing kits weuld
b8 returned to Educational Testing Service with

= 22 -
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the envelope seal wnbroken, along with the used
testing kits., Fducational Testing Service would
score ail testsj rank individusls in respset te
each test; compile distributiona, norms, and ether
statistical dats for that particular testing
program; contrast these siatistics with norms
from pravious CIA tssting prograwd, and on the

- basis of sslection criteria devised by the Edues-
tional Testing Service and the Office of ‘Trafning, .
asterisk those applicants who were suflficiently

. ocutstanding to warrant sssessment. The informa.

' tion outlined in the paragraph would be summarized

by Educationsl Testing Servics and sent to the
Office of Training within twe weeks so that the
Asgassment Team could get to work gssessing 1hs
more outstanding applicants first, Applicants
who did not meet the eriteria for professionsl
trainees on the Educational Testing Sarvice Tests
would be reviawed by Persennel Procurement for
pessible assignment in other slots in the Agency,

ITI. Eduycatisnal Testing Sarvice Tasting Battery

‘ ‘ For the most part the Fducstiomal Testing
_ Service program would consist of ohjective=typs
eéxaminations. The final battery will need to
be worked cut in detsil later. but the tests and
questionnaires outlined balow would constitute
the core of this program., Applicants will be
requirgd Lo devote the whole day to the testing.

L» Briefing by the sxaminer re testing procedurss
- and program for the day, and the signing of
& Segcrecy agresment re iesty and procedures.

2. The applicants fi11 out:

A Biographical Questivnnaire whish would
heve quastions re sollege degrees, academia
honors received, class standing, leadership
in non-scadesic college pursuits, willingness
to serve overssas, Biographic information

. is often melevent tc job placements such foras
Are ar essential pert of sll intensive psycho-
lepienl examinations given in the military
sarvices.

: 3o A 30-minute Test of Mental Speed walibrated fop
. such highly qualified epplicants.

~ 23w
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A 3minute power Test of logical Heasoning..

o

w8
« -

A 30-mimute Current and sorid affairs Taet.

el
e

A 20-minule cower Tast of Vertal Intelligencs,

’ 7o & 30-L% pirute Yocational Interest Inventery,
for the purpess of detarmining which vees-
tional interasis are strongest for hgency

. placement .

8o A 2=hour sublect meiter test covering rhysical,
blologicsl and social sciences. This axaRi na-
tion would inciude the s bandars subtlects, A
complate seetion would be devoted to Lesting
Pundamertsls of good report writing such ag
Enplish usags, spelling, punctustior and
capitaiization, and reading comprehansion.

9o A Lbeminute Temperament-Personality Invantory,
fer the purpnss of screening ous passible
psychepsthics and extrems neurctics,

‘ 0o A 30=L% minuts aritten Intsrview Cuestionnaire,
which 1s a rrojective psychological technigus
designed to rovesl attitudes, juterests,

and motivations related to CIA astivities.

Tests Noo 3 Lo § inclusive, would ke scored by
Educational Testing “ervics snd the stal ivtics woulsd
be sent to UTice of Training. In addibion, Fduce-
biemal Testing Service would furnish = praofive of
vests Noo 7, 8 and 9 for sach gpplicert. Test We, 2
and 10 would e ssab to the OFffice of Training feor
reading and interpretation, slthough for tLeet No, 2
seoring keys would uwitimstely ve developad to simplify
interpretation for soms o vhe veriablee important,
in the Biuvgraphie .uestionnsivs,.

The tents g questionreires snumereies &5

eloments in ths =3t Yatiery sre &1 rresont avedilable
. gither ir TIA or From putlishing houses and univnrsitisz
shich sell rsyehelopical tests, For the firat ymar
“% sheil have 4o drse Prom Lhese sources but as bhe
frogram goniituas year afler vear, it #1311 be Wipghly
desiravis fapr vygagsoms weth-of 2Heurity oot o selive~
ness Lo have bducslionsl Testing Service and the

L T
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Psychological Staff of the Office of Training devise
tests and questionnaires specifically designed fer CIA
needs. In certain tests, only revisions and some
additional standardization and validation are needed,
since conaiderable CIA work has already bsen put

into themy for exampls, Nos., 2, L, S and 6, and 10.
However, it is desirable to develop completely new
forms for Nos. 3, 7, and possibly 9, No, 8 will
require a certain amount of research, but not toso
nuch time should be required to put out & new CIA
form sinece the Educational Testing Service is preeminent
in this field,

Not only is it desirable to have these tests and
questionnaires developed specifically for CIA, but
ailss we should have altemate-equivalent forms for each
test and questionnaire for use in localities where
it appears that the items and questions in the test
have become toc well-known. Such alternate-squivalent
forms are especially desirable since in some placas
three testing sessions may be held during one year,
which will meke it possible for some of the sariy

. applicants to pass on clues and information to sub-
" sSequent applicants. In such places the alternate- _
equivalent form would be substituted for the origimsl,

- Both the original and the alternate-equivalent forms
would be revised each ysar. Some of the tests would
not need very much revision, such as Logical Reasoning,
Mental Speed and Verbal Intelligence, but others such
&8 Current and dorld Affairs would have to bs brought
up to date, Priority would be given to the revision
of thoss tests in which items become stale or in whieh
e¢ribbing is easy. '

It is not contemplated that Educational Testing
Service will find any great difTiculty in setting up
an orderly usnd e ficlent schedule of testing programs
thzsughout the ¢suntry three times each year, Pers
haps during the first year there will be a slight
amount of confusion, but durin- the following ysars
the testing programs should prove of no great dif-

. fieulty, sspecially if there is someone in the Offige
of Training designated to coordinate Educatisnal
Testing Service activities. Their big job will be
W develop; revise; standardize, and validate tests,
questionnaires and techniques rslated to the sbjectivs
testing program. They will msed to expend considersble
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g¥fort in this direction during the first two yeurs.
After this, they will have to devote substantiel
numbers of re#sarch hours sach year to kesping the
touts, questionnalres and techniques up te date by
incorperating research findings in the batisry, It
the job is properly done, more or less as suillned.
CIA will have & more comprehsnsive and shjsstive
baitery of tests than is being used by the Foreigu
Service or any of the military servicesz, In terms
of oconomy; 1t would mean that the Assesyuwent Team
would not waste their more ezpeusive mal=noure in
sgnepeing those who are ungualified for CI4.

8, - Assegsment Prior to Finsl Sslection

PBusring Wordd War 11 the British develsped, thraough
the War Office Selection Boards,; & new type of ootss.
tifie pereomnsl sslection known as ssssssment, In
tho Wer Office 3elsction Boards ths person balug
asgessed was asked to carry out a veriely of peactical
problens in rsal-life situstions. He was chassrved
and tesgied by militery officers, psyshologists,
paychidetrisats and toe commending offizer of tha
Selestion-Assessment School. Frior to the zeteb-
Jishment of tiae British Sslection-Asssesuwsunt Schoel,
five out of ten persons fellsd successinily to
cemplete tralning schecls in Scotlamd, aves thoagh -
these prospeviive intellisense officery bad bsen
prasumably well-scvesned by thair reerelierse
After the saiablishasnt of the Selectlion=fasssspsnd
Scheel, throvngh which students were required to go
bafore antering training, oniy one stodent ocut of
ten feiled vo complete the course suweess:iuwlly.

¥

fo  Furpess and Frinciples

it is plammed to ume a modified snd limited
sat=ty in the O0ffice of Training to assmal
applivantis for lmportant payehologiend qualities
widel camnot be tapped hy mesnw of paver-ande
pencil chisctive-type tesis. The testing progoss
#i1ll be used to messure the wpplicant's mental
and intellantual fitness for resss~ech; the gssvec
ment will reveal bis psychwolegical fliness fo
sxecutive anc operstional posts, The assessuent
procedures will attsmpt to measurs chavavierige
tdes of the spolicant such aze

SHCPE géfwmrﬂi v £
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8. His ability to d:vise sclutions %o d&ifficuls
practisal problemsj.e.g., "#hat measures should
be taken to nulliify communism and increase the
agseptance of democresy by psopies throughoub
the world?®

g b, His ability to take the lead, the initistive,
in situaiions where no leadsr is designeted.

R @, His ability to carry out his leadership
responsibilities when he is assigned the tesk
of being & leader in a specifie situationg
his ability to persuade and inspire others.

d. His degree »f frustration tolerancs; his
ability to work under stress and tension.

8, His effecltiveness and zapacity to work &5 &
gooperative member of a {eam; his ssise »f -
diseipline.

£, His insight into his motivations and those
‘ of others; his acceptance of criticism and
his degree of objectivity in analyzing his

mistakes.,

g. His attitudes toward military and civilian
persomnal in this country; and his attitude
towasrd natives of other countries.

h, His altitudes toward important problems of
national security.

i, His ability to think and speak on his fesio

Jo His energy, drive, %eal and motivatiouy for
- CIA worko

k- His sbility to organize his thoughts on paper.
Can he write clear, concise, well-organized
reports?

These and many other charagteristics, which
will be observed in the assessmant proces:, sie
important in the training and placement of &
person in this Ageney.
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I1. Prosadures

The Assessment Team will study the Educationzl
Testing Service mesults on the applicants prior te
their sssessment; including the statistics and test
profilss; the Biographic Questionnsirs and the
Adritten Interview Questiomneire, The psyeshologist
on the Assessment Team will study and anslyse all
the findings on the applicant and bsfore thz appli-
eantts arrival will lay out as far as practicabls en
asgessment program for him, to teks into sczount his
spscial interests, attitudes, motivations and wovk
8kills, Thse spplicants will be &ssassed in groups
of four to six, over a period of two days. Tha two-
day assgssment program will be generally as folloue:

2. First Daz

i. Group briefigg on the nature ef the
two-day program.

2. Individual preliminary interview with
. ths psychologist.

3. Qroup Discussion: The applicants, sitiiy
InTormeily around a table, chocse a vopi:
of current interszt and discusg it.

Lo Recruit Problem - Individual: The &p-
y ' plicant is placed in & Rituaticn where hs
must answer the questions of, and attemp:
to recruit, a highly qualified person
who is interested in, but has nodt yeb 25X1
made up his mind teo join CIA.
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6., Lunch-Interview: Applicenis have lunch with
the psychologist. FEach psychologist watehss
his two men most earefully tc sbszive how
they handlie themselves and sthers in &
routine secial situatienc

: 7. Topic Talk: Tha applicants are given fifte«n
minutes Lo prepare and ten minutes te give
a speech on an assigred topie.

i 8, Stress Interview: Tha applicant is subjected
~ te a disconcerting interview by a psychologist
in the presence of some other mambers of the
Assessment Team,

b. Second ng

25X1

2o Morale Problem: The applicant intervisws

an Pempioyee working for him" who has bscome
disgruntled and who is_dropping off in job
productivity. The scheme iz so arranged
that the applieant must unravel & compiicated
problen; pat solulions are not applicabls.
One of the memwbers of the Assessweni T@@m
stooges as the employee.

3. One of two hours, alletted for the giving
of tests which are specificaliy nsedsd in
any case, @.g., language aptitudss and
proficiency, psychological autebisgraphy,

L. Lunch, Buddy Ratings: The applicants
. Tunch together without any official membars
: © of the staff present. Upon their return te
: ' ' the assessment office, they are asked to
write personality sketches and evaluations
of each other,

- 29 -
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5, Final Psychological Interview: The appli-
gant spends from one Lo two hours with the
psychologist who, during this session, gives
the applicant a chance Lo explain facts
about his personlity, 1life history, ~ork
habits and attitudss which have not yst
bssn clarified. During this session the
psychologist "identifies®™ with the applieant
so that the applicant lesvss with & heslthy
attitude towerd his two-day expericaces.

The rest of the day is spent by the applicant in taike
ing with staff members of the Offices of Training and Per-
sonnal, or with members of other Offices who have a&sfind
interesvs in the applicant's skills and pobtentisl. During
2his bine acministrative matters and medical examinatione
gan be taken care af. '

It should be smwphasized that the 5558ssusnt progrun
is highly flexible so thet psychologiats can devots Bord
individual sttention to the important or diffiecult eases.
In those cases where it doss not eppesr likely that the
applicant will qualify s a professional traines, he
¥ill be referrad during the second day ie Perscunel for
possible placement elsswhers in the Agsney. If this
canno® be arranged during the second day, it will ba dong
during the third day, if the applicant i3 able to slay
overo

In soms instances the Assessment Team will have
4o carry out ite program sway from dashington %o suit
the convenicnce of &pplicants, but as much as possible
the assessments should be dons in Jashingtono

Within forty-eight hours after completion of the
assesazment program & coordinated, staff asgsasEend
report on the applicant will be sent to the Dirsctor
of Training to aid him in (a) making the final decision
on the applicant's selection, and {b) working oub &
treaining program to develop the spplicani's potentiel
moat effectively, This assessment report will zlso
bs used istsr by the chief imstzructors snd the evalua-
tion psycholegist tu plan farther trainine for the
traineso

N
L W)
— g\i\: \’\\/
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APPENDIX D

ARRANGEMENTS WITH ARMED FORCES FOR TRAINTHO OF PROFESSIONAL
TRAINEES

xj

This Appendix will be written when negotiations

with the Department of Defense sre s s
sompleted. uecessfully

e 3 e
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APPENDIX E

LANGUAGE PROGRAM FOR TRAINEES .

(Because of the current needs of the Agency, the language
presently taught is Russian. The same methods can be used
for other languages.)

+)

Ao Organization

Number of students in each group- 20=30
Length of coursew—e=-= 12 weeks
- Hoursesoseoosnres 20 hours per week;

8 AoMo «@ 12 Nooﬁ
Monday through Friday

B. Program of instruction

(1) Descriptive grammar and theory: 2 hours veekly
(24 hours)
{2) Group drill = phonology, spcken language,
reading drills 8 hours ‘Jeskly
{96 hours)
(3) Individual laboratory drill for spoken
and written language o< 10 hours weekly
{120 hours)

o Objlestive

(1) Foundation for proficiency in use of spoken and
written language.

(2) Basic knowledge of phonology, structure, and grommar,

= 32 o

' SECRET A x E
Approved For Release 200111116 - CIA-RDP78-03087A000100F RS )




Approved For Release 2001/11/16 : CIA-RDP78-03087A000100010003-0

SECRET
®

(3) Active non-cognate vocabulary for everyday life
situations = approximately 40O words, .

(L) Passive recognition knowledge of cognate vocabulary =
newspaper level, 700 words.

z (5) Essential verbs and declension forms,

~

Js Objectives

At the end of this period; the average student should
be able to use the spoken language with reasonsile fluency,
and with oral aceuracy so that he can be readily understood.
Hig cral skill will be limited to everyday life situations,
with a spontanecus active vocabulary of some 40O words., His
suditory recognition skill should be much broader, covering
possibly 750 words,

Be Follow-Up

After this foundation course, selected students should
' be directed to contimue their language training &t the rate
of five weekly hours of laboratory drill in the CIA Language
School Laboratory to increase their skill in the use of the
spoken and written language. One additional hour per week
should be provided for remedial and corrective linguistie
analysis. If this ineservice internal training program is
continued at the rate indicated for about 18 months, the
student should have a good active command of the language,

Through consultation with the several offices, ine

service training san be focused on the acquisition of
speclalized terminology in various technical fialds,

=33 =
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APPENDIX F

THE BASIC TRAINING PROGRAM OF THE CIA INTELLIGENCE SCHOOL

)

&, Discussion

\ The Basie¢ training of this school is dasigned to give
5 the trainee the knowledge and skills basiec to intal-
Jigence. The program will remain fiexible, so that
it may be tailored to suit the needs of each new
greup. The early courses cannot turmn oub finished In-
‘elligence Officers, but the graduates will enter
their jobs better prepared than heretofore.

N HBe Prog?au

The program will consist of:

(1) Necessary lectures on orientation, missien
and security,

‘ (2) Structure of U, 5. Government and CiA‘s role
therein.

(3) Missions of Intelligence Advisory Committes
Agenciaes.

{L) Organization of CIA.

- {5} lectures o. the wWorld Situation, Foreign
Foliey, the Soviet Govarnment, History, ete.

{6) . ¥ethods employed in intelligence.

_ \
The tentative twelve week program will be interspsrsed.
with problems and training films, and selsctions for
readings in foreign languages.

'
c::Bum
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APPENDIX G

EVALUATION OF PROFESSIONAL TRAINEES DURING TRAINING

Each trainee will be subjected to a running evalua-
tion during Basic Training in order to systematize, verify
and extend the knowledge o" his aptitudes obtained by
_— testing and assessment prior to his employment {Appendix
G), and to determine his potential so that he may bast
b2 trained and placed. Within six months after a trainse
has been placed, his supervisor will be asked to avaluate
him.

A, Evaluation During Trainiqg

The Evaluation Psychologist, the Chief Instructor,
and the Instructors will periodically rate cach studant
in t8rms of performance in courses, personality, and
ranking in comparison with other students, in orday
to determing his outstandinr strengths and <eaknesses,

' The following rating system will be usad:
Batings Definitions of Ratings “ercentile
R ‘ Ejuivaiante
Superior 3 An extremely outstanding performence 98- 100

Excellent t An outstanding prerfomance, dafinite-
1y above average 85-97

Satisfactory: Reguirements met without distinstien .8y

Madiocre ¢ Minimum requirements barely ms%: - ad-48
Poor 3 A& deficient perfarmaﬁcan Definitely

below aversage 315
Fajlure : An extremely deficient performance O-2

Nute: The derivation of the ratings from the normal distyi=
bation curve does not imply that the students would he marked
Tsn the curve” -- which is an arbitrary statistical inter-
pretation of human variability. The students will be razed

=35 =
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in terms of their ability to hold career jobs in the Ageney.
In some eclasses it is conceivable that all students will
qualify. It would be spurious, therefore, to fail some

of them merely to conform to the iniquitous practice of
narking on the curvs,

Students rated low will be carefully studied to determins
whether they can be improved, or should be dismissed.

A final evaluation will be sent to the Director of
Training, and will be used as one of the bases for initial
prlacement.

B, Evaluvation after Initial Piacement

Supervisors of trainees will be asked to evaluate
them from four to six months after initial placement.
The evaluations will be studied by the staffs of ths
Office of Training and Personnel, and by the Assistent
Director, as a check on selection, training and
placement, Trainees who present a problem at this
stage will be carefully studied, to determine whether
they should be placed in another position, or dismissed.

If a trainee undergoes an important change of
position in his first two years in the Agency, a
similar evaluation will be made from four to six
months after the change,

- 3% -
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'APPENDIX H .

NUMBER OF TRAINING SLOTS TO BE ADIED TO T/0 OF
TCE

To be used to facilitate initial placement of
professional trainees;, and rotation of carser corps
personnel.

Office 25X9

)63 §
DDA
%S
TRG
och
01¢
oCI
ONE
ORR
0ST

. Tot. Ove
Tot
DD/P
00

0S80
OPC
Tota

Tota
Grand Tota

It is suggested that one training slot be established
on the staff of the National Security Council, and one on

the Psychological Strategy Board, which our Office of
Parsonnel services.

SECRET (Appendix H)
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APPENDIX I

IDENTIFICATION OF CAREER CORPS: CAREER MANAGEMENT PROGRAM

In this study of career or management development there
is carried forward the conception of a_limited and elite group
Amplied in General Smith's letter to The Honorable John McCloy,
17 March 1951, Its procedures and techniques are directed to
the identification of the Career Corps. The ticket of admiseion
to the group is demonstrated ability on the job, The following
are proposeds

1. The formation of & Board of Examination and Review
at the Director~Deputy Director level of the Agency
and Boards of Review at the Office level, (Section &)

2, Annual appraisal of employees by their supervisors
andfor associates (Section B) to take place against
developing job=performance requirements (Section C)o

3.  Restriction to noneclerical personnel in the GS 9=13
level inclusive, i:8,; the most likely career group.
. The rationale for this position is set forth in
Section D. '

Lo Emphasis away from rating (the Civil Service concept)
and directed toward what the employee can do and what
may be done to improve and prepare him or her for
higher level service, .

5. The first step objective is to train and ground super-
visoars in appraleal technique; the second step objective
is to identify pools or inventory of "potential" (see
Section E for discussion of possible application of
the duPont Company "skimmer chart® technique); with
the final objective, a job-rotation program (Section
C,2) for identified potential as and when the tight
manpower condition can be relieved,

Given the manpower shortage of today, it is felt that this
Agency can 1ill afford either inadvertently, or more important

‘ SECRET (Appendix I)
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through lack of training, to overlook the Upotential® now on
board, In addition the prograia should benefit morale, aid

recruitment, and sharpen-up the application of training facili-
ties (Seetion F),

This study has grown out of the consideration of some ten or
twelve comparable industrial plans, those of Air Force and Navys
end a review of certain "status and efficiency™" and other re-
ports in being or contemplated in the Agency (Section G),

It is recommended that the program be administered by s
Carser Development Staff, and that a man, experienced in this
field, be brought in and gupported by an adequate staff,

The tie=in of this program to the Professicnal Traines
Program and to Personnel IBM eard system is set forth in
Sections H and I, - '

Ao  Board(s) of Examination and Review ., and of Review

A first requirement for success of the program is active
top echelon support, This requirses that the Front Office and
the Assistant Directors on whosse Offices the program impinges
aaderstand the objectives or the program and give it their
backing,

With this backing forthcoming, it is propoged that a Board
>f Examination and Review be formed at the Director-Deputy
Jireetor level of the Agency. This top-level Committes would
31t annually, The function of the Board is set forth in Ssction
1y By 3 of the Discussion.

Below this Board each Office will have its Board of Review,
{ts Chairman could be the Deputy Assistant Director; The Train-
ing Liaison Officer of esch Office could be Secretary, These
hoards will sit as need arises,

The function of these boards, working with the Career Develop=
nent Staff is:

1. Develop broad requirements for effaetive performancs
at those levels of administrative, professional and

m%@
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. technical competence contemplated in the proposed
, program. The objective: a more complete under-
standing of the fundamentals which make for superior
performance in each category and at each level of
efforte ’

2. Measure the individual against the job requirements
of the level in which he operates and at the next

higger level,

3. In cooperation with the Office of Training, acting
through the Training Liaison Officer, develop ime
proved training procedures and applications.

ko  In cooperation with the Offices of Training and Pex-
sonnel, to plan logical Divisional, Intra=Office and
Inter-0ffice rotational circuits and promotions.

It is believed that the effect of the proposed board structure
would be to stimulate recognition and development of ability,

B.  Appraisal
1. Appraisal and Proposed Application

. The proposed procedure and technique of periodie
appraisal of an employee by his supervisor is deemed
primarily s managerial tool to be line administered.
It follows, then, that the method should bes

@, Geared to and reflect the peculiar problems

of the Agency and its individual Offices;
and

bo Decentralized, i.e., the supervisor limited
to an appraisal of those he knows or has
contact with personally.

2. Appraisal Techniqqu

The pﬁrpose of varying appraisal techniques is identical:
to force the supervisor to think in an orderly fashion

® i
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about the peocple under him, to the end that the
appraisals may be meaningful,

In technical jargon the appraisal must be valid,
i.e., an accurate measure of the abilities it is
supposed to measure, and reliable, i.s., measure

the same ability consistently. Actually appraisals
are likely to be inaccurate, stereotyped and exhibit
"halo effect?, i.e., a favorable appraisal stemming
from personal predilection rather than from objective
analysis. :

In an effort to reach objeetivity two techniques are
currently developing, the Appley technique and the
"foreed choice technique.

The Appley technique is employed in the Detroit Ediscn
Plan., Here, some four supervisors who know the indi-
vidual and his work sit as a panel, with a representative
of management development staff sitting-in as coach

and moderator,

In the foresd cholce technique the supervisor is forced
to choose between tw~ or more statements as most or

‘ least deacriptive of the individual. Rating as to
determinate traits or characteristics iz then derived
by statistically weighting the responses to the many
alternates. The end product is, theoretically, an
accurate and valid appraisal in which "halo effect®
and other aberrations are eliminated.

This technique, unfortunately, has the disadvantagse
common to all codes (it employs a codas in the form

of a statistical weighting), i.e., it loses its
effectiveness when the code is broken. In practice

this happens. Supervisors soconer or later becoms

aware of "pay-off" alternates and are guided accordingly.

For these reasons the forced choice technique is re-
Jected here, as is the panel or Appley technique,

largely because it would appsar that the staff work
required would be prohibitive.

- hl e’
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3.

Apprajsatl Form

The ultimate appraisal or evaluation form to be used
in the Offices will be worked out by the Chief of the
Caresr Development Staff supported by competent
technical help and in cooperation with the Offices,
working through the Training Iiaison Officer, who as
suggested above, would be a member of the Board of
Review of the Office in question.

There is sttached herewith, however, a propcsed form.
The thinking hehind it is based on the thesis that
validity; reliability, and lack of "hale effest" can
best be achieved by tying the appraisal closely to
gpecific job requirements both at primary and advanced
levels of competence; a practice which has found ex-
pression at primary levels in practice in the covert
offices (Form 51=53, Status and Efficiency Reports),

The form itzelf is the best exposition of the general
technious proposed. The form is to be regarded as a
prototype of general methody it is to be expected
that the form, in its detail, will be modified and
refined in practics.

The form has Leen geared to current Navy procedures
of rating the individual, not as excellent, avarags,
ete., but as adludged in the first 10%, next 20%,
middle LO% eis., compared "™with all others of the
same® grede and Job family "whose professionsl abilie
ties are known to you personally.® It is felt that
this teebnigus spain contributes to the objestivity
of the appraisal,

Another festure of the proposed form is that rating
the individuel (in the middle LO% etc.) acts as a
coordinate point on a scale. It is beliaved that
this technique has certain advantages:

a, The employece’s performance and potentialiiy show
up visualiy as a profile,

e U2 o
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b, A current appraissl can be compared with a pricr
eppraisal by tracing the prior profile and super<
imposing it on the current profile.

As the profile is placsd on a scale which is virtually
1% to 100%, it is possible that an aggregate of scale
points can be arrived at. This aggregate of points
might be used as a "bonus" factor which might make
possible the application of the skimmer technique

(Ses Section E.)

{Note: ‘The question might properly be raised: Why has not one
of the more orthodex Executive Development appraisal forms been
adopted. The reasons ars two:(a) the more objective the job
criteria the sounder the appraisal; and (b) it is felt that the
usual forms lack validity in life, i.e., they portray the myth
of the sucesssful man as conceived by men of success.)

Lo  Appraisal of Emplcyees

It is proposed that the appraisal of any employee be
based on the joint opinion of at least two men who know
the man and his work. Where this proves impracticsal,

it is suggested that the individual be asked to appraise
himself on the identical blank form. The superviscr
may then compsre the appraisal with his own. Any
variants would be adjusted in g subsequent discuseion
with the amployes (see 5 below),

The single appraiser, i.e., the immediate supervisor
(as proposed in the Francis report) is not believed
to be in the interests of Agency morale, Regardless
of the fairness and objeetivity of the supervisor,
the employee derives far more confidenee if more than
one individusl site in judgment on hin,

Discussion of the Appraisal with Employee

The appraisal should be discussed with the employes,
Thus the individual is given a chance to express his

(Appendix I)
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‘ * interest in advancement and to give his opinion of
his own ix needs, In this diseussion, however,

no promises should be made to any individual or
participant in the program.

This discussion and interplay betwesn supervisor and

subordinate helps bring out the individual ®s good

qualities and his training needs, and thus enabies a
- Supervisor to discharge his primary responsibility,

' i.e., that of developing people entrusted 4o his
cars. As experience tends to confirm the observation
that employees supervise as they have been supervisad,
this procedure should ultimately benefit the whole
organization,

- Practically it is just at this point that the whole
appraisal process zan be slanted away from a rating
concept and direscted toward determining what the iadividusl
¢ean do and what training can do to rove the
individual and prepars him for higher level servica,

6. Time Elements in Appraisal

Appraisal will take place annually,

. Co  Job Performance Criteria and Rotaticnal Circuits
1o Job Families

A primary requirement for success of the proposed
program is tos '

8o Establish at the primary (junior) level broad
Job families that exhibit comparable performance
criteria,

b. Develop specific criteria for effective performance
in each broad family at the primary level and at

succezding levels of competence and responsibility
within the Agency.

SECRET (Appendix 1)

Approved For Release 2001/11/16 : CIA-RDP78-03087A000100010003-0




Approved For Release 2001I%&@CIA-RDP78-O3087A000100010003-0

2.

The objectiva here is a basic understanding of the rsal
qualities that make for superior performanee, Civil
Service job descriptions are written primarily to
Justify certain GS levels, and are not always helpful.

It is believed that a hopeful start has besn mads toward
these requirements in the job families and Jjob require-
ments which find expression in the proposed appraisai
form (Seetion B). It is anticipated that the Boords

of Review (Section A) working with the Career Develaop=
ment Staff will be inetrumental in further developing
and refining these criteria. This grewth will take
plage throughs

8> Further study of the education, experience and
knowledge requirements in job families and for
comparable Jobs,

b. A statement from each member of s supervisory
group of the requirements to perform his Jjob
effactivelyy and of what he requirss in performancs
from other supervisora reporting to him,
)

Answers to such studies, edited and sifted by the Bo:rds
of Review might wsll contribute to a more objective
understanding of job performance criteris.

It is, of course, far easier to call for meaningful
eriterda than to produce them, particularly as one pro-
sseds up the seale of competence., Yet appraissgl in

the absolute or in vacuo results in a lack of objeativity
and induces a fuzzy frame of reference in the appraiser,

The development of specific and adequate eriteria, than,
is vitally important to the success of this Program.

Rotational Cireuits

The defining of job families, as proposed above and in
the suggested appraisal form (Section B), is a first

« 48 =
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gtep in determining logical rotation circuits, Thusz

it appears illegical, at junior or even senior levels,
to rotate to an an ical-research job an individusl
appraised as basically an operational type, It is

only at higher echelons of compstence and responsibility
that such rotation becomes feasible and fruitful. The
device suggested in the appraisal form, in which rating
on the basis of additive qualifications required for
higher levals of competence, will, it is hoped, prove

a useful toel in determining fruitful rotations.

Mach further study will be required in this field. Such
study and the identificstion snd fixing of sound job

rotation circuits is a function of the Boards of Feviaw,
the Career Development Staff, and the Office of Training,

Do Agglication

1.

Discusgion of Application in Depth

This program should be restricted to the GS 9=13 level
of non=clerical persomnel., Again the thinking behind
this proposal is that of restriction to a career grou)
in Jine with General Smithls conception,

The rationsle for the selection of the GS=9 level, am
the lowsr limit in this program; follows,

As cne goes down the employee pyramid in a program of
this kind, a law of diminishing return sets in. Hore
and more appraisals are requirad but the chances of
uncovering "potential® are not proportionately im-
proved, What one is really doing is spending current
funde (ae¢ a measure of effort) for a hopedefor future
return. By restricting the program to the proposed
group, the Agency 4is assured maximum return on effort
expended.

Many a program of this kind has been smothered to desh
by its own weight. The propesed application cuts down

weight, Msthod in this technigque is only refined by
trial=and-error. The approach herein proposed means

- 16 -
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that method ean be refined at a relatively low coss.
If and whan feasible and desired the program ¢an
always be extended up or down the pyramid,

20 Tims Elements in Reaching Grades

An analysis of the time elemants involved in average
personnel progression or rise within the Agency shows
the followings (These statistics are an educated guseg
by Parsonnel and must be substuntiated by further

)

- analysis. )
To_Rise From Averaps Time Assume
G35 to 7 6 to 8 mos. 0.8 yrs,
GS=7 to 9 12 tc 18 mos, 1o2 yrs,
355 to 9 2.0 yra.

The GS=9 level embraces Journeyman Intelligence Ofsicurs,

Ressarch Analysts and other comparable professional

peraomel. All operative supervisors and administrative
. officers are above this level. While many trainees

for professional jobs are brought into the Agency at (8=5,

the rise to GS=T i3 rapid; some 6 or 8 months cn an avarags.

This program is built around two thesss (&) that the
price of admission into the Career Development Progran.
should be on-the-job survival ability, and {b) that
the program is directed toward the really ablse. The
period of 1.2 years for the 0S=7 inductee and 2 yeurs
for the G3«5 inductee appears a reasonsble time element
for any individual of career potential to reach the
pick-up point, i.e., G5<9, (it is proposed that the
Professional Trainee will enter the organization and,
after initial training, be forced to demonstrate by .
on=thesjob performance an ability to survive and ad-
vance for a two-year period), Theoretically, therefore

»
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the proposed "in depth" application of this progran
is ethically justifiable.

3o  Number of Employees Involved

Based on Persomnel figures (somewhat tentative at
this time) it is estimated that there are approximately
iploye he GS 9=13 level., There are
approximately on board {desp cover is axcluded
25X9 fram all these Iigures). Hence the Career Developmert
Program contemplates embracing approximately 30% of
Agency personnel. As a check point, based on comparable
personnel, industrial companies tend to cover some
20% of their employees in comparable programs,

° 25X9

E.  PSkimmer Chart® Theory

The duPout Company "skimmer chart® technique is really an
adaptation of the age-in—grade ides of the servicas slanted
tovard a constructive purpose rather than toward a negative
ons (elimination).

In the duPort technique, all employees who receive en annual
‘ compensation (including bonus) in excess of a predstermined
amount are for gach age arrayed in a descending order of compens=
sation, Thesa arrays permit the identification of a compensation
point at each age thet celects or "skims® g specified persantage
of the arrayed employeess say 303 of those arrayed at age 30, ete,
Specified percentspes sre decreased as age increases,

There results a scebter diagram of "selection points" from
which 1s derived a "Selection Iine" by visual or mathematical
processes. This is a total company line (it is based on 21l
employess above a predstermined level). The company selection
line is used on the departmental charts. This makes it pcssibie
to Jjudge departmental experience against the background of total
compary experience.

In this technique all individuals above the selection line
are "potential® for higher responsibilities and advaneement. They
ars the dePont Company®s career corps.

‘l' T,
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Posgible Adaptation to CIA

A characteristic of indusiry is (1) a rapidly rising
salary seale (2) littlc tendency for salaries to cluster at a
given dollar level, and (3) salary scalc which is made to rise
even more rapidly by corporate bonus systems. Government
employment is juet the opposite, The salary scale is greatly
compresged; there are clusters at each GS level; and the age
groupings appear much less defined.

Given these difficulties, the primary question is whether
the teehnique exhibits validity when applied to CIA personnel,

To test this, a pilot plant rum was made on 873 names,
GS 9 through GS 14 Any individual was deemed "potential® and
marked for examination on the following basis: at S 9 if
26 year old or under; at GS 11 if 28 years or under; at oS 12
if 31 years and under; at GS 13 if 33 years and under; at GS 1k
1f 37 years and under. This resulted in 115 names (had
application of the duPont Com any s decreasing skimmer pere
centage been made there would have been 198 namas).

These names were then shown toc a senior executive with
broad experience and contacts in the Agency. This officer’s
review indicated that this age-grade technique was a valid
identification of potentiality.,

The primary obstacle to adapting the duPont technique in
its entirety (i.e., skimming a designated top percentage at
each age level to produce a Selection Line) 1ies in the clusters
of personnel at each GS level. Possibly this difficulty could
be met by the introduction of a "bonus factor", stemming from
the proposed year-end appraisal., The effect would be to break
up the personnel clusters and make possible the skimmer technique.

An adaptation of the skimmer chart technique to this Agency
would give the Director of Central Intelligence, his Leputies
and the Assistant Direectors a most useful administrative tool.
It is recommended that further study be given to this technique
and that, following the proposed year-end appraisals, an attempt
be made by the introduction of a valid "bonus factor" or by
other means, to adapt the technique to CIA carcer identification.

o 9 =
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F, Benefits of Program

Thres and possibly four methods are envisaged here by
which to identify potential in CIAz (1) by tests and assessmen:,
(2) by competitive examinations,; (3) by = praisal, and (L)
by skimmer techniques. In many of its phases the program begina
with a sharpening-up, axtension and more conseious application
of things (size-up and thought of potentisl) which have been
done in the past, Thess benefits should {low:

1, Ability on board ls less likely to be overlooked or
fail te reach ite "potential®,  and washe of talert
will be raduced. Incompetencs will be exposed.

8, Agency morale should be improvaed, peossibly also resriite
ment. Men and women will know that 1If they can demoasirate
ability on the job, they will be watched for promotiim.

Beyond these benefits 1s the important one of training. Jut
of conmideration of job requirements for broad levels of compahence,
there ean be obtained a clesar picturs of what training 2an be
axpeated to aceomplish. If the training reguirements of tks
Offices can be pin-pointed; with tailered programs made possible
for the individual or small groups who have similar needs, the
ground-work is laid for the greatest usefulness of the Training
Office.

However, & note of csution must be soundsd. One must not
Joze sight of the fact that sach of the techniques herein pye-
posed is fallible and that all represent an art, that if [Tvid
and inaxact at best, For this resson, relisnce has bean plasad
on several methods, since, while one alope might fall, it is
unlikely all methods would falle

It 18 1o be sxpected that this program will encountar many
difficulties. They zll do and thus they experience a high
nortality. These difficulties and this possibility will not be
gbsant in this Agency. Success; if won, will only stem from a
high measure of high level suppert, together with extremely
adeguate and compotent staff work,

'7.5%‘::
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Go Review of Management Development Plans in Industry and Elsewhere

The Agency has noi been unmindful of development prosedures.
There was high=level consideration of the problem some years ago.
Introduction was opposed on the grounds of the lack of an IBM
system (since corrscted), and in addition it was thought that
the manpower deficiency militated sgainst application,

Agency experience in the past hes been studied; and the
plane of some ten or twelve industrial companies; and of one
consulting engineering firm for ites professional staffy the
Officers Fitness Report of the Navy, and the report of Officer
Effeetiveness of the Air Force have been examined.

Ho Tie=In to Professional Traines Prqgram

The Professional Trainee Program is, in effest; a high-levsl
"potential® recruifment program, coupled with a basic edueational
or training effort to ground the individual in intelligence and
arsa. It is proposed that at the end of an initial course, the
participant be assigned to one of the 0ffices.

It has been the guneral experiesnce of industry that collsge
recrults are accepted by the line organization if there is faitn
in mangement®s ability to weed out poorer reeruite, Under the
contemplated plan, traineas would be forsed to demonstirate &
survival value and an abllity to rise, in the usual menner and
on the Jjoby, in order to be picked up at GS 9 lewvel in the pre=
posed Caresr Develepment Program. This would appear to meet
sffectively any criticism of "faveritism® in the Profeaslonal
Trainee Program.

I, Tie=In to IEM Control

The various "potentialitiss™ of administrative, professional
and/or scientific personnel identified in the Caresr Development
Programs pertinent data relating to significant educationg area
experience, the employee age and "ageeperformance" index, atec.;
can be easily carried on Persannel®s IBEM resords. In conjunction
with the Officss, other pertinent data sould be developed in as
mick detall as desired. Staff would work this out with the Boards
of Review, :
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APPENDIX J

EVALUATION OF QUTSTANDING CANDIDATES FOR THE CAREER CORPS

Each year the Dirsctor of Persomnel will have his Staff
compile a 1list of CIA employees who have worked for the Agency
for at least two years, and who should be considered as candi-
dates for the Career Corps., His compilation would be made
from appraisals submitted by supervisors, from applications
submitted by employees who have not been recommended by supere
visors, and from analysiz of Skimmer charts.

The Director of Personnel would review the list, strike
cut candidates who could not possibly qualify, and then

schedule all of the remaining candidates for testing to deter-
mine which of them passed minimal test standards,

4. TESTING

4 battery of cbjestive tests would be given to candidates.
The hattery would include tests and questionnsires ons

d. - Mental speed and learning ability.

2. Logical reassoning, snalysis of evidence, and open
mindedness,

3. Verbal intaelligence,

ko  Current and world affairs, including important hise
torical and economic facts and principles,

S. Voecational interests and work conditions inventeries.
6, Temperament and personality.

7o Written interview questionnaire,

8. Langusge aptitude and proficiency.

9. Knowledge of intelligence activities.
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This testing battery would be geared to the adult and
maiture level characteristic of CIA employess. Test items
would be writtean which would have face validity for in=
%alligence personnel, Allowances would be mades on test
gcored for age and degree of education, and the tests would
bs constructed to measure experiencs, knowledgs, and atii~
tndes learned on the job as a result of CIA employment.

) In some cases the candidates would have taken a few

ol the tests before. This would be true of employees whe
had been hired as professional trainees. Tests previously
administered would not be repeated, but the candidates
wWould be given the more advanced tests which are specifically
applicable to CIA employees, such as the test dealing with
krnowledge of intelligence activities.

The tests would be developed, administered, and scorad
by the Psychological Staff of the Office of Training,

In order to reeeive serious consideration for carser
positions candidates would have to obtain paswing scores
on the batiery of objective teste. The passing (i.e,, eritisal)
gcoree would be determined by the Direector of Perscnnel;
ausisted on technicel aspscts of the problem by the Psy-
criological Staff of the Office of Training.

The Direector of Personnel will schedule those candi-
deiss who received passing test scores for assessment.

B. - ASSESSMENT

The assessment, like the testing battery, would be
geared to CIA employees and standsrds, Situation tests,
irterviews, and planning problems would differ from those
outiined in Appendix C; which deals with assessment of
gpplicant trainees, Assessment procedures outlined in
Arpendix C would, in part, be adopted but they would bas
revised and adapted for Agency employees, Since so mach
more 18 known about & CIA employee than an applicant for
a CIA job, the Asaessment Team could work st a more ad-
venced level and could do a more refined job of assessment

ggalzsiao
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The Assessment Team would searsh for anawers to such
questions as:

1. Is the employee best suited for active field oper
ations? For a Washingion Headquarters assignment?
For an administrative support role? Is he one
of those few persons who can de all such Jobe
squally well?

Is he a good organizer, executive, and leader?

3o Is he best in "lens wolf"® operations; either in
the field as an operative, or in Washingion as
& research beaver?

L. Does he have promise as an intelligence analyst,
88 an intelligence sythesizer, or as a report
writer?

5. Is he creative, imuginative, and such a constructive
thinker that he could be used as & plamner?

In analyzing the employes's capabilities the Asscssment
Tsam would interpret its findings in terms of all availabie
evidence, such ass

l.  Results of the objective test battery.

2. Tralning evaluation reports; il available,

3.  Appraisal and efficiency reports by supervisors,

4o Records of accomplishment in CIA,

The Assessment Report would then summarize the findings
o the employee in terme of his interests, aptitudes, moti-
vations, social skills, job proficiencies, temperameny,
attltudes, and personality. The Assessment Report would be

sent to the Direstor of Personnel with suggssaiions in respesct
to the employess possible use as a generalist or spesialist.

€,  FINAL REVIEW

The Director of Personnel would then sehedule the roest
outgtanding candidates for final evsluztion. Possible

SECRE? {Appendix J)
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zaneralists would be evaluated by the Board of Examination
and Review, and possible speclalists would be evaluated Ly
tae Board(s) of Review. In some instances the Board of Exe
anination and Review might reject a candidate as a gensralist
kit recormend his evaluation as a specialist by one of the
Boards of Review,

Since eonsiderable time and thought would have been
dsvoted to the anslysis of individual capabilities, ihe
rasulis of such studies would prove fruitful even for
those employees who were aot selected for sareer positiens,
bieause the 0ffice of Persomnel would have valuable ine
formation which would permit placing the eaployee .
pisition best fitting his talents, and he could be adviced
%: how he should train and prepare himself for most rapid
sivancemant.. '
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. SECRET

APPENDIX K

ROTATION PLAN FOR CAREER TRAINING - SPECTALISTS
Ao  DEFINITION B

For the Career Training Program a speeialist is & person
86 designated by a Board of Review (Section V; B, 3, and definad
in Seg¢tion Vg 03 l)c

At any point in his caresr a specialist miy have his dasig-
nation changed by the Board for Examination and Review %o that
of genaralist (defined in V, C, 2, and Appendix N),

B, ATM OF ROTATION OF SPECIALISIS

. .  SCOPE OR ROTATION PLAN

Lepending upon the mission and needs of the individual
offies, a specialist may be rotated through training leading to
sompstence in any or all of four major fisldas

{1} Opsrational

12) Administrative

{3) Analyticel < Resesrch
(L} Technical

The long-range emphassis will be placed on those fields that
are omnsidered essential for the job the specialist is ultimetely
sxpsoted to hold,

Do TYPICAL ROTATION PLAN

There followe a typical rotation plan, in seven phasss,
Tor spesialista, Its purpose is primerily to indicate the ascopy
- af training eontemplated rather than to present a speecifie
satieran that a particular individuel mast follew. All phases
of the training will be tailored, with the Assistent Director’s
aprreval, in each instance to fit the peraonfs needs and potestial.

* SECRET {4Appendix K)
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Fhagss 1 - 1 year
CiA_Intellipence School {Appendix L)

Refresher course, to include:

8  Extensive area study or functiocnal atudy of
his ares.

b.  Preparation of an Intelligence Survey on
National Intelligence level.

Phase 2 « & years

Regularly Ascigned Office

Return to assigned offiee and continue work thers,

Phage J - 1 your

[0f intelligence assumed - if Office of
Operations, Office of Special Operations or Offiecs cf
: Policy Coordination, this may consist of a tour abroad

‘ of one to two yaars)

%o Threa months- in the Soviet Division of bhs
Support Group,

b, Three months in the Eastern Division of the
same Group, v

So Thres monthe in the wWestern vision of the
sams Group.

#.  One month in Opsrations.

8. One month in Situation Room = study and
participate in briefing problems,

fo One month in liaison duties with those
sogtions of the other intelligence agancies
concerned with Office of Current Intelligence
activities,

° 51
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go This phase may be supplemented by from 3 to
6 months in a Service Intelligence Schoole

Phaese § = 2 yeurs
Regularly Assizned Office
Return to assigned offie¢e and continue work there. 05X
Phasa § - 1 yeur

Study collesting and reporting problems,

€ Suggested alternates for this phase includs
& tour of approximately one year at either
the Army War College, Naval War College or
Alr War College.

Phase 6 - 2 yeers

Repularly Assigned Office and a Related One

Return to assigned office and continue work there
one year, followed by one year in a related office.

Phase 7 - 3=12 montbs
National Intelligence = University level

8. Study threats to U, S. national security
stemming from the particular avea in which
he has specialized,

b, Study means by which Intelligence nxy best
suppert U. S. national plamning and policy
in foreign relations,

- B8 o
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©o  Work during this phase in company with poii
and planning officers from key government
agenciea,

d. The specialist returns to his office for en
agsignment of importance and responsibility
at the end »of the cycle of training and

rotation.

@
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APPENDIX L

ADVANCED TRAINING - CIA INTELLIGENCE SCHCOL

The advanced training will be in the nature of &
p rafresher course {or sxpsriencsed spacialists. The pro-
gram will aim for twelve menths duration. In this courss
the student will:

’ (1) Receive lscturss from eminent and qualified
visitors. :

(2) Engage in extensive area reasding and study.

{2 Prepare'an Intelligsnes Survey on a National
Intellirence level.

(4) Engage in supplementary area studies at
guitable universities.

{5) If possible, spend some time abread.

B mmm
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Approved For Release 2001/11/16 : CIA-RDP78-03087A000100010003-0

i i ot .




Approved For Release 2001/11/16 : CIA-RDP78-03087A000100010003-0

SECRET

APPENDIX M

R

LANOUAGE TRAINING FOR SPECIALISTS

Language training will be made available for
specialists as the nesd arises. Much of this training
san and should take place outside the Agenmcy, in exist=
ing institutiens. Some, however, will be provided by
ths Office of Training within the Agency, and the use
of the CIA audic-vizual Laboratory equipment will enable
langvage proficisncy to be maintained and improved
upon.

Arrangemenls for such training are presently
baing mads.

‘ mél@
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APTENDIL N

A IR IR AN AT

ROTATION PLAN FOR CAREER TRAINING = GENERALISTS

%o  DEFINITION

For the Csresr Tralming program 2 generalist is an ewmpioies
Who mests the atendards defined in V, C, 2, and VII, snd iz so
desigriated by tre Board for Examination and Review. (V, B, 3

8,  AIM OF ROTATION OF QENERALISTS

The aim of roation of pemeralists i3 to arm them with s
broad, first-hand familiarity with the role of Natinmnzl Intel i~
genee in the Gevermnment structure.

G,  SCOPE OF ROTATICN PLAN

The rotation plan for s geanerselist magt be of the widsst
goope, and not tisd to the mission or needs of a particular
Agency office, It should lead to the broasdest practical
competence in the {irst three of the following fields and an
appropristely restricied compelenss in the fourth:

{1) Operatiocnal

{2) Adminlsirative

(3) Analytiecal - Researeh
{h) Technival

Do  TYPIGAL ROTATLON PLAN

There follows & typical rotation plan, in nins phases, for
gensraliats, I% 1# assumed that the generalist has completled all
of part of 2 retation plar for speelalists and has then comlicbad
a year or two of duty ia hie regaler ofiice bafore gslection ¢o &
generalist, Iis purpose is primarily to indicate the acops of
training rather than present a aspecifis pattern thas a parcicuvisy
parson must follow. All phases of the training will be tailsrad
in each instance lc¢ Iit the individuel®s needs snd potentiel.

Phasa 1 = 1 yeay
GRS N k&

Duty with Army, Navy, Alr or State
&. Witk Flans and Operations Staff {Defense) eor

- 62 =
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b. With Policy and Planning Staff (State)
Phage 2 - 1 year

Assignment jn the Agency

Return to an appropriate assignment in the
. Agency

Phage 3 = i year

Rotation through the Offics of National Estimates
{or the Office of Current Intelligence if regularly
assigned to O/NE}

Phase L = 2 ysars

Assignment in the Ageney

Return to an appropriate assignment in the Agency
Phage 5 = 1 year
Attendance at National War College

‘l. Phase 6 =

Assignment in the Agency

2 years

Return to sn appropriate asslignment in the Agency
Phagg 7 = . 1 ysar
Office of Executive Secretary, National Security Council

Participate in hational Security Couneil Senior
Staff meetings

Phase § e i yesr
Assignment in the Agency

Return to an appropriate assignment in the Agency
Phass 2 - 9 months
- National Intelligence = University Level (Appendix R)

® - 63 =
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o SECKET

Study en ¢ joint basiss
a. Inteliigence doetrine
be Intelligense wethodology
8o  Hew ddresetions Intelligencs must toke

. “hen veturn to the Agency, for & high-level assignment as
& genoraiist,

. L] 634(:1;
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APPENDIX

TR S AR D TN TR

CAREER TRAINING - INTELLIGENCE ADVISORY COMMITTEE EMPLOYEES

4., Intr~duction

The problems and conglusions here presented now apply
to carecr commissioned personnel of the three military
services whe are assigned to the Agency as part of their
normal active duby rotation. However, the assigmment to
the Agency of caraar parsennsi of State, or any other
Department or Agsngy, would impese similar probiems
requiring equally sareful resclution.

B, Background

48 of 1 June 1951, the Agensy had on board er ordared
sonsfective duty commissioned military personnel
against an allowance of The Agency needs many mors
of this category of personnsl, and, it is understocd, hes
rezently received authorization for an additional
aliowance of

Ge Pr@b}gg

Ths Agency beays & two-fold responsibility in job
sesigmnments of these personnel:

(1) On the one hand thsy should be used where their
general and specialized skille will be of maximm
practicable banefit to the Agency.

{2) On the other hand their employment by the Agency
should further the gareer training of the indiv-
idua}l officer and should be appropriate in res-
ponsibility and functions to the rank and
experience of the offizer.,

If the Agency does not meet these responsibilities &
placement and training, the impsct on the Services is
likely to result in their effort to fill a bare minimum

¢f CIA billets, and further a tendeney to withhold from
gasignment to CIA the superior officers the Agensy needs.

- 65 =
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Infornal spot check indicatas that in some instanses
the Agenny bas failed Lo mset these placement and
training responsibilitias.

.. ggpmenﬁ

The following, while representing mersly tentative
conclusions, points the divection of the siudy currently
in processg by the Office of Trainings

(1) A top-levsl Agency policy is essential to guids
the placement and training of assigned activa-
duty military personnel. A high-~level monitor-
ing is required to insure that this pelicy is
implemented throughout the Agensy-

{2) Appropriste Agency slots should be designated
to be £illed by military only or optional
aflitaryecivilian. Active duty military per-
sornel should be assigned only in thess siocts
vnless specific exception is authorized by the
Director of Personnel, These slots sheuld at
gll times total the same as the then current
CIA approvad allowasce of sctivec-duty military

‘ personnal .

{3} Each of thess slots should bear a job description
that clearly justifies the empioyment of anm
scbive-duty milivtery officer and will form the
basis for gualifications requested when levy is
made on the milivary services for assignment
of personnsl.

E. Resompendntions

This arpendix is included here because of its relevance
to the over-all problem of career corps in CIA, It
dsscribes, hodaver, a distinet and separate problem that
may be resolved apart frem the development of & Careser
Gorps Program for civilian Agency employses. Pertinent
recormendations will thersfore be submitted separately.

SECRE? (hppendix O}
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APPENDIX P

IMPLEMENTATION OF UNIVERSITY AND INDUSTRIAL TRAINING

A very important part of the Ageney’s gareer training
needs can be met only by universities and industrial
Pirms, The university contacts established for the
orogram of recruitment will be of great help in arranging
ovograms in the umiversities. It will be the peliey of
the Agency bto establish internal training courses only
when tha specialized nature of the instruction, lack
of outside facilities, or security make it necessary.

A, There will be little difficulty in arranging for well
qualified persons to study under existing university
programs, provided that application is made before
the program is filled. The need for early appiication
is particularly great in the scientific fields, where
laboratory space rigidly limits the number of
students who can be accepted,

B. In certain fields, perticularly those of scientifie
. intelligence and perhaps some area studies,; tailored
programs must Le arranged #ith outstanding institu-
tions, or within the Agency, preferably the former,
The curriculum and emphasis must be arranged with our
needs in mind, and the length of the course, which
4& an obatacls Lo the use of many existing programs,
must not axceed onm academic year., opeeial summepr
sassions will meet many of our nsads.

So that full ves may be mads of the institution's
facilities and personnel, and 3o that students will
receive full benefit from contacts and discussion,
the courses will be unclassified, and open to other
than Agency persennel., {(The latter may be a source
for recruitment.) Classified instruction will be
garcried ocut within the Agencyo

dhenever new programs must be established, or

existing ones modified, the Agency will render
financisl support through contraets.

® 61 -
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Thare will be 113tie TTieulty in arrerging for well
quatified periong Lo aludy under exiating university
programs , presided that spplicabion 1s made vefsre

the progias 13 flited. The need for esrly aprlicalion
§s paenicularly graat (v the selentifis {ielde, where
laboratory spsir rigtdly iimivs the mumbsr of

students who ssn b cuphed,,

In esrtaln £85:ds, partisularly thoss of scisntifie
intelidpence and perhaps some ares studies, tailored
proprams wust be Arranged <ith outstanding institu-
Ligug, or withuwi the Agengy, preferably Lbe former,
ﬁxéh& curricuwivy and emphasis must be arranged with cur

wede aro wind, and the length of the courss; which
i mp GLSUERIE Lo e vaes of pany existing programi,
wmasd wad g 2@ are acedemic ysar. opecial summes
ma wYons wiih mesy ssny of our needss

S that Full uee way Da mede of the instiwution’s
Panilitina and psrsonnel, an? s Lhal Fladerds eiid
yecoivs full penefit frop contasts and discusziong
the courses will be uncissaifisd, and open io cther
Lhan Agency pafsonnel, (The latter may be & soures
foy recrultment.. Clsssifisd instruction v1ll be
werried cut wiehin the Agency.

whensyel tew peegreans most be sslablished; oo
esiabing snas modiPied, the Agsnty Wiil parwer
fénaneial Tuppard Lhvobgh Conlraets.
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Co Utilization of indusirial Pacilities for study and
training will bs particulariy useful to the Office
of Scientific Intelligence, but may also serve the
purposas of the Office of Ressareh and Reports-
Negotiationu with selected firms will be garried
out through the Office of Training-

25X1C
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APPENDIX Q

MR

CAREER BENEFITS AND SECURITY

A. This appendix summerizes earser incentvive benefits
that the Central Intsiligence Ageney may offer its
employses under genersi or specific provizions of
curvent legislation. Requirements for implementing
specifie actions ars indicated,

B, The Central Intelligence Agency may sffer thess
benelits:

I. Agtion
Apply bto sppropriate CIA personnel time and

sne=half service credit against retiremsnt for
all service under cartain harxdship or hazardous

conditions -

Comment

&c In effect; this permits retirement at the
. age of 50 after 20 years of guvernment

service with the same retirsment pay thad
would normally accrue after a full 30 ysars'
ssrviee. Alss, fer each ysar of service
bayond 20 ysars, the employee would receive
an increasad annuity.

bo To implement this action would raguire that

© the Agency fonsummats an agreement with the
Civil Service Commission suthorizing the
application to Agency employees, under
broadly defined circumstances, legisiation
surrently applicable to certain personnel
ef the Faderal Bureau of Investigation and
ths Tressury Department.

IT. Action

» Incrsase bass salary for service invelving
vausuwal hazard or hardship,

. = &Y o
@
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Vo

Comment

To conform %o current extra-pay policies of
the Department of Dsfense; these base salary
increassa would fall into either of these two
categories: _

8. Inecrease of 50% of base salary (to a maximm
of $200 per four-week pay period) while
engaged in duty similar to that of Armed
Services parsonrwl who recsive axtra pay
(aviation, submarine, parachute jump, etco).

bo Increase not to exceed S0% of base salary
as warranted by unusual hardship or hazard in
cartain other types of duty.

Action
Pay death gratuity of six months" base pay

%6 dependents of CIA employses who die in line
of duty while serving abroad.

Comment

The General Counsel considers that, while
specific legislative authority would be desirabls,
the Director of Central Intelligence may authorisze
these payments under Public Law 230.

Action

Pay, within-grade advances, and grade pro-
motions for persons who are "deteined" involuntarily.

Comment

8o Confidential Funds Regulations authorize thess
actions for persons pasid from Confidential Funds.

b. This authority should be axtended to cover
amployses paid from vouchsred funds-

Action
Apply the benefits of U.S. Empleyesz® Compensa-

tion Act to dependents of employees engaged in
hagardous duties who are themselves exposed ¢g hazard,

= 70 =
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General Counssl considers that apesifis
deginlation would be preferable for such aases,
but that neverthelisas the Director couldd,
under the broad avthority conbained in Public
Lew UG, 4pply these benelits in specifie
se#sus which he doems 5o warrant.

Extend physinal disability benslits, eonform-
ing to Veteran’s A“‘mnmﬁmtum standards, bo
Agengy employees forced to retirs because of
physicel disability suffered while Agency
smployess and not the resuld of own misconduct.

Commen,

Genersl Counsel considers that specific
legislation would be required ¢o implement this
agbion, but that relative benafits under the
eivilian and military systemg should be carefully
‘studied bsfore recommending legisiation.

‘ Notes A& sbtudy by the Task Fores, now under considerstion
By the Senier Review Committee, entitlad "Rights, Privileges
and Benefita of Covert Employses and Agents™ has been

diztussed gensrally with 8 mesber of the Task Foree and
it is believed that ihs pszﬂnent policies recoomended in
‘t ] ’f’au&r Fama pap@r =8 573 mmi stant with the bepafits
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APPENDIX R

GRADUATE TRAINING - CIA INTELLICENCE SCHOOL

- This training is for the generalist who may become
an Assistant Director or & Dsputy, or for an sxisting
Azsistant Director or Depubty.

The purpose of the program will ba that of studying,
on & joint basiz, intelligence dootrine; methodology and
new directions that intelligence work must take,

Speeific intelligence problems mey be studied
exhaustively in the Craduate School by selected graduates
of the National #ar College, members of the State Depart-
ment, other intelligence agencies, and the Central Intsl-
ligenas Agency.
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